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Foreword 


Over  the  years  many  of  the  articles  on  general  business  strategies  and 
philosophies  that  have  appeared  in  the  Harvard  Business  Review  have  been 
based  on  a  scientific,  medical  model.  Using  this  model  a  manager  does 
investigative  work  to  see  if  he  or  she  has  a  problem,  then  diagnoses  it,  then 
solves  it,  the  solution  being  to  install  a  system  of  some  sort.  However,  also 
during  these  years,  the  editors,  sometimes  wittingly  sometimes  not,  were 
selecting  articles  that  were  out  of  the  mainstream  of  business  practice  in  that 
they  hinted  at  an  area  of  management  concern  that  science  and  analysis,  no 
matter  how  elegant,  cannot  define. 

This  is  not  to  say  that  the  management  sciences  do  not  have  a  legitimate  role 
to  play  in  organizations.  Obviously,  they  do;  each  year  new  management  texts 
continuing  the  search  for  the  ultimate  management  model  proliferate  and  do 
well.  But  management  science  cannot  map  all  the  terrain  that  managers  must 
cross  to  do  their  jobs;  much  of  the  landscape  does  not  lend  itself  to  rational 
analysis,  to  Cartesian  quests  for  the  straight  line  between  thinking  and  reality. 

These  stubborn  areas  of  resistance  to  science  are  human  motivations  and 
needs.  They  are  also,  however,  managers  themselves,  who  cannot  be  ration- 
alized any  more  than  their  employees  can  be.  For  a  long  time  the  main  aim  of 
many  behavioral  scientists  has  been  to  rationalize  management  systems,  among 
them  motivation  and  appraisal  systems.  With  these  attempts  ride  the  unques- 
tioned assumption  that  good  managers  are  themselves  rational  and  consistent, 
with  their  emotions  and  intuitions  in  check. 

The  authors  of  the  articles  in  this  book  question  whether  the  effort  to 
rationalize  organizations  and  managerial  work  isn't  itself  a  form  of  tilting  at 
windmills.  Challenging  the  assumption  that  to  be  rational  is  to  be  right,  these 
authors  assert  that  certain  things  cannot  or  ought  not  be  rationalized  and  that 
the  attempt  actually  limits  organizations  and  the  people  who  manage  them. 
Emotion,  intuition,  judgment,  creativity,  spontaneity,  and  faith  ought  not  to  be 
merely  legitimate  in  organizations;  they  are  necessary  to  managerial  excellence. 


viii  Foreword 

In  other  words,  sometimes  a  manager  has  to  be  a  scientist,  but  sometimes  he  or 
she  must  be  an  artist. 

As  science  can  be  appreciated  secondhand  (we  don't  have  to  see  Einstein's 
original  conception  of  the  theory  of  relativity  to  understand  it),  so  can  rational 
systems  work  in  organizations  apart  from  their  creators.  But  as  art  cannot  be 
appreciated  second  hand,  any  more  than  a  good  meal  can  be,  so  managers 
influence  people  through  what  they  perceive  the  manager  to  be. 

But  this  way  of  thinking  raises  many  questions  for  managers  and  teachers  of 
managers.  If  management  of  people  is  an  art,  requiring  spontaneous,  nonra- 
tional  creation,  how  does  one  teach  it?  How  do  organizations  develop  young 
managers?  If,  in  some  situations,  intuition  or  judgment  is  worth  more  than 
rational  systems,  how  do  we  know  when  one  and  not  the  other  should  apply? 

If  people  and  managers  themselves  cannot  be  completely  rationalized,  how  do 
we  appraise  them?  And  how  can  we  begin  to  understand  what  goes  on  between 
people  if  we  cannot  systematize  it?  Should  managers  accept  ambiguity  and 
uncertainty  as  a  fact  of  life?  If  so,  how  can  they  work  with  them?  Finally,  how 
ought  managers  to  lead  people? 

The  linking  premise  of  the  articles  in  the  book  is  not  that  rationality  is  right 
or  wrong  but  that  sometimes  it  is  inappropriate,  that  sometimes  other  aspects  of 
people,  managers  as  well  as  their  employees,  are  more  important.  These  authors 
encourage  the  reader  to  explore  the  nonrational  aspects  of  managing,  developing 
managerial  talent,  relating  to  people,  and  being  a  leader  or  person  in  authority. 

The  Editors 

Harvard  Business  Review 


Parti 

The  Limits  of 

the  Rational  Approach 


Preface 


Ever  since  Plato  determined  that  opinion  is  no  more  reliable  than  a  shadow  show 
and  that  truth  is  universal,  Western  society  has  had  a  bias  for  the  products  of 
reason,  and  one  against  the  insights  of  intuition.  In  most  U.S.  schools  and 
universities  one  is  not  considered  intelligent  unless  one  is  verbally  adept  and  can 
show  on  paper  the  products  of  one's  thought  processes.  In  U.S.  business,  the 
well-reasoned  argument  and  proof  positive  usually  win  out  over  judgment.  And 
sometimes  this  is  as  it  should  be. 

But  there  is  more  to  intelligence  than  the  spoken  word  can  reveal.  In  the 
section  that  follows,  Henry  Mintzberg  points  out  in  "Planning  on  the  Left  Side 
and  Managing  on  the  Right"  how  recent  experiments  have  shown  that  the  two 
hemispheres  of  the  brain  both  process  information,  but  in  very  different  ways. 
The  left  hemisphere  is  the  domain  of  reason,  which  involves  analysis  of  singular 
elements  linked  in  a  sequence.  The  right  hemisphere  works  holistically ,  perceiv- 
ing simultaneously  the  relations  between  individual  parts.  An  intuitive  insight, 
for  instance,  a  composer's  "hearing"  a  whole  symphonic  movement  or  a  poet's 
"seeing"  a  whole  poem,  is  the  product  of  the  right  hemisphere. 

The  two  hemispheres  have  different  functions,  but  they  are  not  discrete,  and 
no  person  is  "all  left"  or  "all  right."  People  are,  however,  usually  dominated  by 
one  side  or  the  other.  In  the  words  of  James  McKenney  and  Peter  Keen,  in 
"How  Managers'  Minds  Work,"  people  have  different  cognitive  styles. 

Because  intelligence  is  not  a  product  of  the  left  hemisphere  only,  it  would  seem 
that  the  emphasis  on  reason  is  misplaced.  Reason  cannot  solve  all  management 
problems  any  more  than  intuition  can.  Neither,  however,  is  adequate  on  its  own. 
In  the  articles  that  follow  the  authors  discuss  what  can  and  what  cannot  be 
rationalized  in  organizations  and  how  managers  can  go  about  closing  the  gap 
between  the  management  scientists  and  the  management  artists,  the  operating 
managers. 


1.  Planning  on  the  Left  Side  and 
Managing  on  the  Right 

Henry  Mintzberg 


Did  you  ever  wonder  why  some  things  come  so  easily  and  others  seem  so  difficult,  why 
sometimes  you  just  cannot  get  your  brain  to  work?  Maybe  the  problem  is  not  that  you  are 
stupid  or  tired,  but  that  you  are  tackling  a  problem  that  taxes  the  less-developed 
hemisphere  of  your  brain.  Recent  scientific  research  shows  that  the  human  brain  is 
specialized,  the  logical,  linear  functions  occurring  in  the  left  hemisphere,  and  the  holistic, 
relational  ones  occurring  in  the  right.  The  author  of  this  article  maintains  that  this 
finding  has  great  implications  for  both  the  science  and  the  art  of  management.  For 
instance,  in  an  organization,  the  author  suggests  that  the  top  managers  should  have  well- 
developed  right-hemispheric  processes,  and  the  planners  well-developed  left-hemispheric 
processes.  Perhaps  the  most  important  conclusion  he  arrives  at  is  that  the  functions  and 
capacities  of  the  two  hemispheres  should  both  be  respected,  but  that  one  should  not  be 
confused  or  applied  where  the  other  is  better  suited. 


In  the  folklore  of  the  Middle  East,  the  story  is  told  about  a  man  named 
Nasrudin,  who  was  searching  for  something  on  the  ground.  A  friend  came  by 
and  asked,  "What  have  you  lost,  Nasrudin?" 

"My  key,"  said  Nasrudin. 

So  the  friend  went  down  on  his  knees,  too,  and  they  both  looked  for  it.  After  a 
time,  the  friend  asked,  "Where  exactly  did  you  drop  it?" 

"In  my  house,"  answered  Nasrudin. 

"Then  why  are  you  looking  here,  Nasrudin?" 

"There  is  more  light  here  than  inside  my  house." 

This  "light"  little  story  is  old  and  worn,  yet  it  has  some  timeless,  mysterious 
appeal,  one  that  has  much  to  do  with  the  article  that  follows.  But  let  me  leave 
the  story  momentarily  while  I  pose  some  questions — also  simple  yet  mysteri- 
ous— that  have  always  puzzled  me. 

First:  Why  are  some  people  so  smart  and  so  dull  at  the  same  time,  so  capable 
of  mastering  certain  mental  activities  and  so  incapable  of  mastering  others? 
Why  is  it  that  some  of  the  most  creative  thinkers  cannot  comprehend  a  balance 
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sheet,  and  that  some  accountants  have  no  sense  of  product  design?  Why  do  some 
brilliant  management  scientists  have  no  ability  to  handle  organizational  politics, 
while  some  of  the  most  politically  adept  individuals  seem  unable  to  understand 
the  simplest  elements  of  management  science? 

Second:  Why  do  people  sometimes  express  such  surprise  when  they  read  or 
learn  the  obvious,  something  they  already  must  have  known?  Why  is  a  manager 
so  delighted,  for  example,  when  he  reads  a  new  article  on  decision  making, 
every  part  of  which  must  be  patently  obvious  to  him  even  though  he  had  never 
before  seen  it  in  print? 

Third:  Why  is  there  such  a  discrepancy  in  organizations,  at  least  at  the  policy 
level,  between  the  science  and  planning  of  management  on  the  one  hand,  and 
managing  on  the  other?  Why  have  none  of  the  techniques  of  planning  and 
analysis  really  had  much  effect  on  how  top  managers  function? 

What  I  plan  to  do  in  this  article  is  weave  together  some  tentative  answers  to 
these  three  questions  with  the  story  of  Nasrudin  around  a  central  theme — 
namely,  that  of  the  specialization  of  the  hemispheres  of  the  human  brain  and 
what  that  specialization  means  for  management. 


The  Two  Hemispheres  of  the  Human  Brain 

Let  us  first  try  to  answer  the  three  questions  by  looking  at  what  is  known  about 
the  hemispheres  of  the  brain. 

QUESTION  ONE 

Scientists — in  particular,  neurologists,  neurosurgeons,  and  psychologists — have 
known  for  a  long  time  that  the  brain  has  two  distinct  hemispheres.  They  have 
known,  further,  that  the  left  hemisphere  controls  movements  on  the  body's  right 
side  and  that  the  right  hemisphere  controls  movements  on  the  left.  What  they 
have  discovered  more  recently,  however,  is  that  these  two  hemispheres  are 
specialized  in  more  fundamental  ways. 

In  the  left  hemisphere  of  most  people's  brains  (left-handers  largely  excepted) 
the  logical  thinking  processes  are  found.  It  seems  that  the  mode  of  operation  of 
the  brain's  left  hemisphere  is  linear;  it  processes  information  sequentially,  one 
bit  after  another,  in  an  ordered  way.  Perhaps  the  most  obvious  linear  faculty  is 
language.  In  sharp  contrast,  the  right  hemisphere  is  specialized  for  simulta- 
neous processing;  that  is,  it  operates  in  a  more  holistic,  relational  way.  Perhaps 
its  most  obvious  faculty  is  comprehension  of  visual  images. 

Although  relatively  few  specific  mental  activities  have  yet  been  associated 
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with  one  hemisphere  or  the  other,  research  is  proceeding  very  quickly.  For 
example,  a  recent  article  in  the  New  York  Times  cites  research  that  suggests  that 
emotion  may  be  a  right-hemispheric  function.1  This  notion  is  based  on  the 
finding  that  victims  of  right-hemispheric  strokes  are  often  comparatively  un- 
troubled about  their  incapacity,  while  those  with  strokes  of  the  left  hemisphere 
often  suffer  profound  mental  anguish. 

What  does  this  specialization  of  the  brain  mean  for  the  way  people  function? 
Speech,  being  linear,  is  a  left-hemispheric  activity,  but  other  forms  of  human 
communication,  such  as  gesturing,  are  relational  rather  than  sequential  and 
tend  to  be  associated  with  the  right  hemisphere.  Imagine  what  would  happen  if 
the  two  sides  of  a  human  brain  were  detached  so  that,  for  example,  in  reacting 
to  a  stimulus,  a  person's  words  would  be  separate  from  his  gestures.  In  other 
words,  the  person  would  have  two  separate  brains — one  specialized  for  verbal 
communication,  and  the  other  for  gestures — that  would  react  to  the  same 
stimulus. 

This  "imagining,"  in  fact,  describes  how  the  main  breakthrough  in  the  recent 
research  on  the  human  brain  took  place.  In  trying  to  treat  certain  cases  of 
epilepsy,  neurosurgeons  found  that  by  severing  the  corpus  callosum,  which  joins 
the  two  hemispheres  of  the  brain,  they  could  "split  the  brain,"  isolating  the 
epilepsy.  A  number  of  experiments  run  on  these  "split-brain"  patients  produced 
some  fascinating  results. 

In  one  experiment  doctors  showed  a  woman  epileptic's  right  hemisphere  a 
photograph  of  a  nude  woman.  (This  is  done  by  showing  it  to  the  left  half  of  each 
eye.)  The  patient  said  she  saw  nothing,  but  almost  simultaneously  blushed  and 
seemed  confused  and  uncomfortable.  Her  "conscious"  left  hemisphere,  includ- 
ing her  verbal  apparatus,  was  aware  only  that  something  had  happened  to  her 
body,  but  not  of  what  had  caused  the  emotional  turmoil.  Only  her  "uncon- 
scious" right  hemisphere  knew.  Here  neurosurgeons  observed  a  clear  split 
between  the  two  independent  consciousnesses  that  are  normally  in  communica- 
tion and  collaboration.2 

Now  scientists  have  further  found  that  some  common  human  tasks  activate 
one  side  of  the  brain  while  leaving  the  other  largely  at  rest.  For  example,  a 
person's  learning  a  mathematical  proof  might  evoke  activity  in  the  left  hemi- 
sphere of  his  brain,  while  his  conceiving  a  piece  of  sculpture  or  assessing  a 
political  opponent  might  evoke  activity  in  his  right. 

So  now  we  seem  to  have  the  answer  to  the  first  question.  An  individual  can  be 

1.  Richard  Restak,  "The  Hemispheres  of  the  Brain  Have  Minds  of  Their  Own,"  New  York 
Times,  January  25,  1976. 

2.  Robert  Ornstein,  The  Psychology  of  Consciousness  (San  Francisco:  W.  H.  Freeman,  1975),  p. 
60. 
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smart  and  dull  at  the  same  time  simply  because  one  side  of  his  or  her  brain  is 
more  developed  than  the  other.  Some  people — probably  most  lawyers,  accoun- 
tants, and  planners — have  better  developed  left-hemispheric  thinking  processes, 
while  others — artists,  sculptors  and  perhaps  politicians — have  better  developed 
right-hemispheric  processes.  Thus  an  artist  may  be  incapable  of  expressing  his 
feelings  in  words,  while  a  lawyer  may  have  no  facility  for  painting.  Or  a 
politician  may  not  be  able  to  learn  mathematics,  while  a  management  scientist 
may  constantly  be  manipulated  in  political  situations. 

Eye  movement  is  apparently  a  convenient  indicator  of  hemispheric  develop- 
ment. When  asked  to  count  the  letters  in  a  complex  word  such  as  Mississippi  in 
their  heads,  most  people  will  gaze  off  to  the  side  opposite  their  most  developed 
hemisphere.  (Be  careful  of  lefties,  however.)  But  if  the  question  is  a  specialized 
one — for  example,  if  it  is  emotionally  laden,  spatial,  or  purely  mathematical — 
the  number  of  people  gazing  one  way  or  another  will  change  substantially. 

QUESTION  TWO 

A  number  of  word  opposites  have  been  proposed  to  distinguish  the  two 
hemispheric  modes  of  "consciousness,"  for  example:  explicit  versus  implicit; 
verbal  versus  spatial;  argument  versus  experience;  intellectual  versus  intuitive; 
and  analytic  versus  gestalt. 

I  should  interject  at  this  point  that  these  words,  as  well  as  much  of  the 
evidence  for  these  conclusions,  can  be  found  in  the  remarkable  book  entitled  The 
Psychology  of  Consciousness,  by  Robert  Ornstein,  a  research  psychologist  in 
California.  Ornstein  uses  the  story  of  Nasrudin  to  further  the  points  he  is 
making.  Specifically,  he  refers  to  the  linear  left  hemisphere  as  synonymous  with 
lightness,  with  thought  processes  that  we  know  in  an  explicit  sense.  We  can 
articulate  them.  He  associates  the  right  hemisphere  with  darkness,  with  thought 
processes  that  are  mysterious  to  us,  at  least  "us"  in  the  Western  world. 

Ornstein  also  points  out  how  the  "esoteric  psychologies"  of  the  East  (Zen, 
yoga,  Sufism,  and  so  on)  have  focused  on  right-hemispheric  consciousness  (for 
example,  altering  pulse  rate  through  meditation).  In  sharp  contrast,  Western 
psychology  has  been  concerned  almost  exclusively  with  left-hemispheric  con- 
sciousness, with  logical  thought.  Ornstein  suggests  that  we  might  find  an 
important  key  to  human  consciousness  in  the  right  hemisphere,  in  what  to  us  in 
the  West  is  the  darkness.  To  quote  him: 

Since  these  experiences  [transcendence  of  time,  control  of  the  nervous  system, 
paranormal  communication,  and  so  on]  are,  by  their  very  mode  of  operation,  not  readily 
accessible  to  causal  explanation  or  even  to  linguistic  exploration,  many  have  been 
tempted  to  ignore  them  or  even  to  deny  their  existence.  These  traditional  psychologies 
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have  been  relegated  to  the  "esoteric"  or  the  "occult,"  the  realm  of  the  mysterious — the 
word  most  often  employed  is  "mysticism."  It  is  a  taboo  area  of  inquiry,  which  has  been 
symbolized  by  the  Dark,  the  Left  side  [the  right  hemisphere]  of  ourselves,  the  Night.3 

Now,  reflect  on  this  for  a  moment.  (Should  I  say  meditate?)  There  is  a  set  of 
thought  processes — linear,  sequential,  analytical — that  scientists  as  well  as  the 
rest  of  us  know  a  lot  about.  And  there  is  another  set — simultaneous,  relational, 
holistic — that  we  know  little  about.  More  importantly,  here  we  do  not  "know" 
what  we  "know"  or,  more  exactly,  our  left  hemispheres  cannot  articulate 
explicitly  what  our  right  hemispheres  know  implicitly. 

So  here  is,  seemingly,  the  answer  to  the  second  question  as  well.  The  feeling 
of  revelation  about  learning  the  obvious  can  be  explained  with  the  suggestion 
that  the  "obvious"  knowledge  was  implicit,  apparently  restricted  to  the  right 
hemisphere.  The  left  hemisphere  never  "knew."  Thus  it  seems  to  be  a 
revelation  to  the  left  hemisphere  when  it  learns  explicitly  what  the  right 
hemisphere  knew  all  along  implicitly. 

Now  only  the  third  question — the  discrepancy  between  planning  and  manag- 
ing— remains. 

QUESTION  THREE 

By  now,  it  should  be  obvious  where  my  discussion  is  leading  (obvious,  at  least, 
to  the  reader's  right  hemisphere  and,  now  that  I  write  it,  to  the  reader's  left 
hemisphere  as  well).  It  may  be  that  management  researchers  have  been  looking 
for  the  key  to  management  in  the  lightness  of  logical  analysis  whereas  perhaps  it 
has  always  been  lost  in  the  darkness  of  intuition. 

Specifically,  I  propose  that  there  may  be  a  fundamental  difference  between 
formal  planning  and  informal  managing,  a  difference  akin  to  that  between  the 
two  hemispheres  of  the  human  brain.  The  techniques  of  planning  and  manage- 
ment science  are  sequential  and  systematic;  above  all,  articulated.  Planners  and 
management  scientists  are  expected  to  proceed  in  their  work  through  a  series  of 
logical,  ordered  steps,  each  one  involving  explicit  analysis.  (The  argument  that 
the  successful  application  of  these  techniques  requires  considerable  intuition 
does  not  really  change  my  point.  The  occurrence  of  intuition  simply  means  that 
the  analyst  is  departing  from  his  science,  as  it  is  articulated,  and  is  behaving 
more  like  a  manager.) 

Formal  planning,  then,  seems  to  use  processes  akin  to  those  identified  with 
the  brain's  left  hemisphere.  Furthermore,  planners  and  management  scientists 

3.  Ibid.,  p.  97. 
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seem  to  revel  in  a  systematic,  well-ordered  world,  and  many  show  little 
appreciation  for  the  more  relational,  holistic  processes. 

What  about  managing?  More  exactly,  what  about  the  processes  used  by  top 
managers?  (Let  me  emphasize  here  that  I  am  focusing  this  discussion  at  the 
policy  level  of  organizations,  where  I  believe  the  dichotomy  between  planning 
and  managing  is  most  sharp.)  Managers  plan  in  some  ways,  too  (that  is,  they 
think  ahead),  and  they  engage  in  their  share  of  logical  analysis.  But  I  believe 
there  is  more  than  that  to  the  effective  managing  of  an  organization.  I 
hypothesize,  therefore,  that  the  important  policy  processes  of  managing  an 
organization  rely  to  a  considerable  extent  on  the  faculties  identified  with  the 
brain's  right  hemisphere.  Effective  managers  seem  to  revel  in  ambiguity;  in 
complex,  mysterious  systems  with  relatively  little  order. 

If  true,  this  hypothesis  would  answer  the  third  question  about  the  discre- 
pancy between  planning  and  managing.  It  would  help  to  explain  why  each  of 
the  new  analytic  techniques  of  planning  and  analysis  has,  one  after  the  other, 
had  so  little  success  at  the  policy  level.  PPBS,  strategic  planning,  "management" 
(or  "total")  information  systems,  and  models  of  the  company — all  have  been 
greeted  with  great  enthusiasm;  then,  in  many  instances,  a  few  years  later  have 
been  quietly  ushered  out  the  corporate  back  door.  Apparently  none  served  the 
needs  of  decision  making  at  the  policy  level  in  organizations;  at  that  level  other 
processes  may  function  better. 


Managing  from  the  Right  Hemisphere 

Because  research  has  so  far  told  us  little  about  the  right  hemisphere,  I  cannot 
support  with  evidence  my  claim  that  a  key  to  managing  lies  there.  I  can  only 
present  to  the  reader  a  "feel"  for  the  situation,  not  a  reading  of  concrete  data.  A 
number  of  findings  from  my  own  research  on  policy-level  processes  do,  however, 
suggest  that  they  possess  characteristics  of  right-hemispheric  thinking. 

One  fact  recurs  repeatedly  in  all  of  this  research:  the  key  managerial 
processes  are  enormously  complex  and  mysterious  (to  me  as  a  researcher,  as 
well  as  to  the  managers  who  carry  them  out),  drawing  on  the  vaguest  of 
information  and  using  the  least  articulated  of  mental  processes.  These  processes 
seem  to  be  more  relational  and  holistic  than  ordered  and  sequential,  and  more 
intuitive  than  intellectual;  they  seem  to  be  most  characteristic  of  right-hemisphe- 
ric activity. 

Here  are  ten  general  findings: 

1 .  The  five  chief  executives  I  observed  strongly  favored  the  verbal  media  of 
communication,  especially  meetings,  over  the  written  forms,  namely  reading  and 


10  The  Limits  of  the  Rational  Approach 

writing.  (The  same  result  has  been  found  in  virtually  every  study  of  managers, 
no  matter  what  their  level  in  the  organization  or  the  function  they  supervised.) 
Of  course  verbal  communication  is  linear,  too,  but  it  is  more  than  that. 
Managers  seem  to  favor  it  for  two  fundamental  reasons  that  suggest  a  relational 
mode  of  operation. 

First,  verbal  communication  enables  the  manager  to  "read"  facial  expres- 
sions, tones  of  voice,  and  gestures.  As  I  mentioned  earlier,  these  stimuli  seem  to 
be  processed  in  the  right  hemisphere  of  the  brain.  Second,  and  perhaps  more 
important,  verbal  communication  enables  the  manager  to  engage  in  the  "real- 
time" exchange  of  information.  Managers'  concentration  on  the  verbal  media, 
therefore,  suggests  that  they  desire  relational,  simultaneous  methods  of  acquir- 
ing information,  rather  than  the  ordered  and  sequential  ones. 

2.  In  addition  to  noting  the  media  managers  use,  it  is  interesting  to  look  at  the 
content  of  managers'  information,  and  at  what  they  do  with  it.  The  evidence 
here  is  that  a  great  deal  of  the  manager's  inputs  are  soft  and  speculative — 
impressions  and  feelings  about  other  people,  hearsay,  gossip,  and  so  on. 
Furthermore,  the  very  analytical  inputs — reports,  documents,  and  hard  data  in 
general — seem  to  be  of  relatively  little  importance  to  many  managers.  (After  a 
steady  diet  of  soft  information,  one  chief  executive  came  across  the  first  piece  of 
hard  data  he  had  seen  all  week — an  accounting  report — and  put  it  aside  with 
the  comment,  "I  never  look  at  this.") 

What  can  managers  do  with  this  soft,  speculative  information?  They  "syn- 
thesize" rather  than  "analyze"  it,  I  should  think.  (How  do  you  analyze  the 
mood  of  a  friend  or  the  grimace  someone  makes  in  response  to  a  suggestion?)  A 
great  deal  of  this  information  helps  the  manager  understand  implicitly  his 
organization  and  its  environment,  to  "see  the  big  picture."  This  very  expression, 
so  common  in  management,  implies  a  relational,  holistic  use  of  information.  In 
effect,  managers  (like  everyone  else)  use  their  information  to  build  mental 
"models"  of  their  world,  which  are  implicit  synthesized  apprehensions  of  how 
their  organizations  and  environments  function.  Then,  whenever  an  action  is 
contemplated,  the  manager  can  simulate  the  outcome  using  his  implicit  models. 

There  can  be  little  doubt  that  this  kind  of  activity  goes  on  all  the  time  in  the 
world  of  management.  A  number  of  words  managers  commonly  use  suggest  this 
kind  of  mental  process.  For  example,  the  word  hunch  seems  to  refer  to  the 
thought  that  results  from  such  an  implicit  simulation.  "I  don't  know  why,  but  I 
have  a  hunch  that  if  we  do  x,  then  they  will  respond  with  y."  Managers  also  use 
the  word  judgment  to  refer  to  thought  processes  that  work  but  are  unknown  to 
them.  Judgment  seems  to  be  the  word  that  the  verbal  intellect  has  given  to  the 
thought  processes  that  it  cannot  articulate.  Maybe  "he  has  good  judgment" 
simply  means  "he  has  good  right-hemispheric  models." 
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3.  Another  consequence  of  the  verbal  nature  of  the  manager's  information  is 
of  interest  here.  The  manager  tends  to  be  the  best-informed  member  of  his 
organization,  but  he  has  difficulty  disseminating  his  information  to  his  employ- 
ees. Therefore,  when  a  manager  overloaded  with  work  finds  a  new  task  that 
needs  doing,  he  faces  a  dilemma:  he  must  either  delegate  the  task  without  the 
background  information  or  simply  do  the  task  himself,  neither  of  which  is 
satisfactory. 

When  I  first  encountered  this  dilemma  of  delegation,  I  described  it  in  terms  of 
time  and  of  the  nature  of  the  manager's  information;  because  so  much  of  a 
manager's  information  is  verbal  (and  stored  in  his  head),  the  dissemination  of  it 
consumes  much  of  his  time.  But  now  the  split-brain  research  suggests  that  a 
second,  perhaps  more  significant,  reason  for  the  dilemma  of  delegation  exists. 
The  manager  may  simply  be  incapable  of  disseminating  some  relevant  informa- 
tion because  it  is  removed  from  his  verbal  consciousness.  (This  suggests  that  we 
might  need  a  kind  of  managerial  psychoanalyst  to  coax  it  out  of  him!) 

4.  Earlier  in  this  article  I  wrote  that  managers  revel  in  ambiguity,  in 
complex,  mysterious  systems  without  much  order.  Let  us  look  at  evidence  of 
this.  What  I  have  discussed  so  far  about  the  manager's  use  of  information 
suggests  that  their  work  is  geared  to  action,  not  reflection.  We  see  further 
evidence  for  this  in  the  pace  of  their  work  ("Breaks  are  rare.  It's  one  damn  thing 
after  another");  the  brevity  of  their  activities  (half  of  the  chief  executives' 
activities  I  observed  were  completed  in  less  than  9  minutes);  the  variety  of  their 
activities  (the  chief  executives  had  no  evident  patterns  in  their  workdays);  the 
fact  that  they  actively  exhibit  a  preference  for  interruption  in  their  work 
(stopping  meetings,  leaving  their  doors  open);  and  the  lack  of  routine  in  their 
work  (only  7%  of  368  verbal  contacts  I  observed  were  regularly  scheduled,  only 
1%  dealt  with  a  general  issue  that  was  in  any  way  related  to  general  planning). 

Clearly,  the  manager  does  not  operate  in  a  systematic,  orderly,  and  intellectu- 
al way,  puffing  his  pipe  up  in  a  mountain  retreat,  as  he  analyzes  his  problems. 
Rather,  he  deals  with  issues  in  the  context  of  daily  activities — the  cigarette  in 
his  mouth,  one  hand  on  the  telephone,  and  the  other  shaking  hands  with  a 
departing  guest.  The  manager  is  involved,  plugged  in;  his  mode  of  operating  is 
relational,  simultaneous,  experiential — that  is,  encompassing  all  the  characteris- 
tics of  the  right  hemisphere. 

5.  If  the  most  important  managerial  roles  of  the  ten  described  in  the  research 
were  to  be  isolated,  leader,  liaison,  and  disturbance  handler  would  certainly  be 
among  them.  (The  other  seven  are  figurehead,  monitor,  disseminator,  spokes- 
man, negotiator,  entrepreneur,  and  resource  allocator,  and  the  last  two  are  also 
among  the  most  important  roles.)  Yet  these  three  are  the  roles  least  "known" 
about.  Leader  describes  how  the  manager  deals  with  his  own  employees.  It  is 
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ironic  that  despite  an  immense  amount  of  research,  managers  and  researchers 
still  know  virtually  nothing  about  the  essence  of  leadership,  about  why  some 
people  follow  and  others  lead.  Leadership  remains  a  mysterious  chemistry; 
catchall  words  such  as  charisma  proclaim  our  ignorance. 

In  the  liaison  role,  the  manager  builds  up  a  network  of  outside  contacts, 
which  serve  as  his  or  her  personal  information  system.  Again,  the  activities  of 
this  role  remain  almost  completely  outside  the  realm  of  articulated  knowledge. 
And  as  a  disturbance  handler  the  manager  handles  problems  and  crises  in  his 
organization.  Here  again,  despite  an  extensive  literature  on  analytical  decision 
making,  virtually  nothing  is  written  about  decision  making  under  pressure. 
These  activities  remain  outside  the  realm  of  management  science,  inside  the 
realm  of  intuition  and  experience. 

6.  Let  us  turn  now  to  strategic  decision-making  processes.  There  are  seven 
"routines"  that  seem  to  describe  the  steps  involved  in  such  decision  making. 
These  are  recognition,  diagnosis,  search,  design,  screening,  evaluation/ choice , 
and  authorization.  Two  of  these  routines  stand  out  above  the  rest — the  diagnosis 
of  decision  situations  and  the  design  of  custom-made  solutions — in  that  almost 
nothing  is  known  of  them.  Yet  these  two  stand  out  for  another  reason  as  well: 
they  are  probably  the  most  important  of  the  seven.  In  particular,  diagnosis 
seems  to  be  the  crucial  step  in  strategic  decision  making,  for  it  is  in  that  routine 
that  the  whole  course  of  decision  making  is  set. 

It  is  a  surprising  fact,  therefore,  that  diagnosis  goes  virtually  without  mention 
in  the  literature  of  planning  or  management  science.  (Almost  all  of  the  later 
literature  deals  with  the  formal  evaluation  of  given  alternatives,  yet  this  is  often 
a  kind  of  trimming  on  the  process,  insignificant  in  terms  of  determining  actual 
outcomes.)  In  the  study  of  the  decision  processes  themselves,  the  managers 
making  the  decisions  mentioned  taking  an  explicit  diagnostic  step  in  only  14  of 
the  25  decision  processes.  But  all  the  managers  must  have  made  some  diagnosis; 
it  is  difficult  to  imagine  a  decision-making  process  with  no  diagnosis  at  all,  no 
assessment  of  the  situation.  The  question  is,  therefore,  where  did  diagnosis  take 
place? 

7.  Another  point  that  emerges  from  studying  strategic  decision-making 
processes  is  the  existence  and  profound  influence  of  what  can  be  called  the 
dynamic  factors.  Strategic  decision-making  processes  are  stopped  by  interrup- 
tions, delayed  and  speeded  up  by  timing  factors,  and  forced  repeatedly  to  branch 
and  cycle.  These  processes  are,  therefore,  dynamic  ones  of  importance.  Yet  it  is 
the  dynamic  factors  that  the  ordered,  sequential  techniques  of  analysis  are  least 
able  to  handle.  Thus,  despite  their  importance,  the  dynamic  factors  go  virtually 
without  mention  in  the  literature  of  management  science. 

Let's  look  at  timing,  for  example.  It  is  evident  that  timing  is  crucial  in 
virtually   everything   the   manager  does.   No   manager  takes   action   without 
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considering  the  effect  of  moving  more  or  less  quickly,  of  seizing  the  initiative,  or 
of  delaying  to  avoid  complications.  Yet  in  one  review  of  the  literature  of 
management,  the  authors  found  fewer  than  10  books  in  183  that  refer  directly  to 
the  subject  of  timing.4  Essentially,  managers  are  left  on  their  own  to  deal  with 
the  dynamic  factors,  which  involve  simultaneous,  relational  modes  of  thinking. 

8.  When  managers  do  have  to  make  serious  choices  from  among  options,  how 
do  they  in  fact  make  them?  Three  fundamental  modes  of  selection  can  be 
distinguished — analysis,  judgment,  and  bargaining.  The  first  involves  the 
systematic  evaluation  of  options  in  terms  of  their  consequences  on  stated 
organizational  goals;  the  second  is  a  process  in  the  mind  of  a  single  decision 
maker;  and  the  third  involves  negotiations  between  different  decision  makers. 

One  of  the  most  surprising  facts  about  how  managers  made  the  25  strategic 
decisions  studied  is  that  so  few  reported  using  explicit  analysis;  only  in  18  out  of 
83  choices  made  did  managers  mention  using  it.  There  was  considerable 
bargaining,  but  in  general  the  selection  mode  most  commonly  used  was 
judgment.  Typically,  the  options  and  all  kinds  of  data  associated  with  them 
were  pumped  into  the  mind  of  a  manager,  and  somehow  a  choice  later  came  out. 
How  was  never  explained.  How  is  never  explained  in  any  of  the  literature 
either.  Yehezkel  Dror,  a  leading  figure  in  the  study  of  public  policy  making,  is 
one  of  the  few  thinkers  to  face  the  issue  squarely.  He  writes: 

Experienced  policy  makers,  who  usually  explain  their  own  decisions  largely  in  terms 
of  subconscious  processes  such  as  "intuition"  and  "judgment,"  unanimously  agree,  and 
even  emphasize,  that  extrarational  processes  play  a  positive  and  essential  role  in 
policymaking.  Observations  of  policymaking  behavior  in  both  small  and  large  systems, 
indeed,  all  available  description  of  decisional  behavior,  especially  that  of  leaders  such  as 
Bismarck,  Churchill,  DeGaulle,  and  Kennedy,  seem  to  confirm  that  policy  makers' 
opinion.5 

9.  Finally,  in  the  area  of  strategy  formulation,  I  can  offer  only  a  "feel"  for  the 
results  since  my  research  is  still  in  progress.  However,  some  ideas  have  emerged. 
Strategy  formulation  does  not  turn  out  to  be  the  regular,  continuous,  systematic 
process  depicted  in  so  much  of  the  planning  literature.  It  is  most  often  an 
irregular,  discontinuous  process,  proceeding  in  fits  and  starts.  There  are  periods 
of  stability  in  strategy  development,  but  also  there  are  periods  of  flux,  of 
groping,  of  piecemeal  change,  and  of  global  change.  To  my  mind,  a  "strategy" 
represents  the  mediating  force  between  a  dynamic  environment  and  a  stable 
operating  system.  Strategy  is  the  organization's  "conception"  of  how  to  deal 
with  its  environment  for  a  while. 

Now,  the  environment  does  not  change  in  any  set  pattern.  For  example,  the 

4.  Clyde  T.  Hardwick  and  Bernard  F.  Landuyt,  Administrative  Strategy  and  Decision  Making, 
2nd  ed.  (Cincinnati:  South  Western,  1966). 

5.  Yehezkel  Dror,  Public  Policymaking  Re-Exammed  (Scranton:  Chandler,  1968),  p.  149. 
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environment  does  not  run  on  planners'  five-year  schedules;  it  may  be  stable  for 
thirteen  years,  and  then  suddenly  blow  all  to  hell  in  the  fourteenth.  And  even  if 
change  were  steady,  the  human  brain  does  not  generally  perceive  it  that  way. 
People  tend  to  underreact  to  mild  stimuli  and  overreact  to  strong  ones.  It  stands 
to  reason,  therefore,  that  strategies  that  mediate  between  environments  and 
organizational  operations  do  not  change  in  regular  patterns,  but  rather,  as  I 
observed  earlier,  in  fits  and  starts. 

How  does  strategic  planning  account  for  fits  and  starts?  The  fact  is  that  it 
does  not  (as  planners  were  made  so  painfully  aware  of  during  the  energy  crisis). 
So  again,  the  burden  to  cope  falls  on  the  manager,  specifically  on  his  mental 
processes — intuitional  and  experiential — that  can  deal  with  the  irregular  inputs 
from  the  environment. 

10.  Let  me  probe  more  deeply  into  the  concept  of  strategy.  Consider  the 
organization  that  has  no  strategy,  no  way  to  deal  consistently  with  its  environ- 
ment; it  simply  reacts  to  each  new  pressure  as  it  comes  along.  This  is  typical 
behavior  for  an  organization  in  a  very  difficult  situation,  where  the  old  strategy 
has  broken  down  beyond  repair  but  no  new  strategy  has  yet  emerged.  Now,  if 
the  organization  wishes  to  formulate  a  new  strategy,  how  does  it  do  so 
(assuming  that  the  environment  has  stabilized  sufficiently  to  allow  a  new 
strategy  to  be  formulated)? 

Let  me  suggest  two  ways  (based  on  still  tentative  results).  If  the  organization 
goes  the  route  of  systematic  planning,  I  suggest  that  it  will  probably  come  up 
with  what  can  be  called  a  "main-line"  strategy.  In  effect,  it  will  do  what  is 
generally  expected  of  organizations  in  its  situation;  where  possible,  for  example, 
it  will  copy  the  established  strategies  of  other  organizations.  If  it  is  in  the 
automobile  business,  for  instance,  it  might  use  the  basic  General  Motors 
strategy,  as  Chrysler  and  Ford  have  so  repeatedly  done. 

Alternatively,  if  the  organization  wishes  to  have  a  creative,  integrated  strategy 
which  can  be  called  a  "gestalt  strategy,"  such  as  Volkswagen's  strategy  in  the 
1950s,  then  I  suggest  the  organization  will  rely  largely  on  one  individual  to 
conceptualize  its  strategy,  to  synthesize  a  "vision"  of  how  the  organization  will 
respond  to  its  environment.  In  other  words,  scratch  an  interesting  strategy,  and 
you  will  probably  find  a  single  strategy  formulator  beneath  it.  Creative, 
integrated  strategies  seem  to  be  the  products  of  single  brains,  perhaps  of  single 
right  hemispheres. 

A  strategy  can  be  made  explicit,  can  be  announced  as  what  the  organization 
intends  to  do  in  the  future,  only  when  the  vision  is  fully  worked  out,  if  it  ever  is. 
Often,  of  course,  it  is  never  felt  to  be  fully  worked  out,  hence  the  strategy  is 
never  made  explicit  and  remains  the  private  vision  of  the  chief  executive.  (Of 
course,  in  some  situations  the  formulator  need  not  be  the  manager.  There  is  no 
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reason  why  a  manager  cannot  have  a  creative  right-hand  man — really  a  left- 
hand  man — who  works  out  his  gestalt  strategy  for  him,  and  then  articulates  it  to 
him.)  No  management  process  is  more  demanding  of  holistic,  relational,  gestalt 
thinking  than  the  formulation  of  a  creative,  integrated  strategy  to  deal  with  a 
complex,  intertwined  environment. 

How  can  sequential  analysis  (under  the  label  strategic  planning)  possibly 
lead  to  a  gestalt  strategy? 

Another  "famous  old  story"  has  relevance  here.  It  is  the  one  about  the  blind 
men  trying  to  identify  an  elephant  by  touch.  One  grabs  the  trunk  and  says  the 
elephant  is  long  and  soft;  another  holds  the  leg  and  says  it  is  massive  and 
cylindrical;  a  third  touches  the  skin  and  says  it  is  rough  and  scaly.  What  the 
story  points  out  is  that 

Each  person  standing  at  one  part  of  the  elephant  can  make  his  own  limited,  analytic 
assessment  of  the  situation,  but  we  do  not  obtain  an  elephant  by  adding  "scaly,"  "long 
and  soft,"  "massive  and  cylindrical"  together  in  any  conceivable  proportion.  Without  the 
development  of  an  overall  perspective,  we  remain  lost  in  our  individual  investigations. 
Such  a  perspective  is  a  province  of  another  mode  of  knowledge,  and  cannot  be  achieved  in 
the  same  way  that  individual  parts  are  explored.  It  does  not  arise  out  of  a  linear  sum  of 
independent  observations.6 

What  can  we  conclude  from  these  ten  findings?  I  must  first  reemphasize  that 
everything  I  wrote  about  the  two  hemispheres  of  the  brain  falls  into  the  realm  of 
speculation.  Researchers  have  yet  to  formally  relate  any  management  process  to 
the  functioning  of  the  human  brain.  Nevertheless,  the  ten  points  do  seem  to 
support  the  hypothesis  stated  earlier:  the  important  policy-level  processes 
required  to  manage  an  organization  rely  to  a  considerable  extent  on  the  faculties 
identified  with  the  brain 's  right  hemisphere. 

This  conclusion  does  not  imply  that  the  left  hemisphere  is  unimportant  for 
policy  makers.  I  have  overstated  my  case  here  to  emphasize  the  importance  of 
the  right.  The  faculties  identified  with  the  left  hemisphere  are  obviously 
important  as  well  for  effective  management.  Every  manager  engages  in  consid- 
erable explicit  calculation  when  he  or  she  acts,  and  all  intuitive  thinking  must 
be  translated  into  the  linear  order  of  the  left  if  it  is  to  be  articulated  and 
eventually  put  to  use.  The  great  powers  that  appear  to  be  associated  with  the 
right  hemisphere  are  obviously  useless  without  the  faculties  of  the  left.  The 
artist  can  create  without  verbalizing;  the  manager  cannot. 

Truly  outstanding  managers  are  no  doubt  the  ones  who  can  couple  effective 
right-hemispheric  processes  (hunch,  judgment,  synthesis,  and  so  on)  with 
effective  processes  of  the  left  (articulateness,  logic,  analysis,  and  so  on).  But 

6.  Ornstein,  p.  10. 
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there  will  be  little  headway  in  the  field  of  management  if  managers  and 
researchers  continue  to  search  for  the  key  to  managing  in  the  lightness  of 
ordered  analysis.  Too  much  will  stay  unexplained  in  the  darkness  of  intuition. 

Before  I  go  on  to  discuss  the  implications  for  management  science  and 
planning,  I  want  to  stress  again  that  throughout  this  article  I  have  been  focusing 
on  processes  that  managers  employ  at  the  policy  level  of  the  organization.  It 
seems  that  the  faculties  identified  with  the  right-hemispheric  activities  are  most 
important  in  the  higher  levels  of  an  organization,  at  least  in  those  with  "top- 
down"  policy-making  systems. 

In  a  sense,  the  coupling  of  the  holistic  and  the  sequential  reflects  how 
bureaucratic  organizations  themselves  work.  The  policy  maker  conceives  the 
strategy  in  holistic  terms,  and  the  rest  of  the  hierarchy — the  functional 
departments,  branches,  and  shops — implement  it  in  sequence.  Whereas  the 
right-hemispheric  faculties  may  be  more  important  at  the  top  of  an  organiza- 
tion, the  left-hemispheric  ones  may  dominate  lower  down. 


Implications  for  the  Left  Hemisphere 

Let  us  return  to  practical  reality  for  a  final  word.  What  does  all  I've  discussed 
mean  for  those  associated  with  management? 

FOR  PLANNERS  AND  MANAGEMENT  SCIENTISTS 

No,  I  do  not  suggest  that  planners  and  management  scientists  pack  up  their  bags 
of  techniques  and  leave  the  field  of  management,  or  that  they  take  up  basket 
weaving  or  meditation  in  their  spare  time.  (I  haven't — at  least  not  yet!)  It  seems 
to  me  that  the  left  hemisphere  is  alive  and  well;  the  analytic  community  is 
firmly  established,  and  indispensable,  at  the  operating  and  middle  levels  of  most 
organizations.  Its  real  problems  occur  at  the  policy  level.  Here  analysis  must 
coexist  with — perhaps  even  take  its  lead  from — intuition,  a  fact  that  many 
analysts  and  planners  have  been  slow  to  accept.  To  my  mind,  organizational 
effectiveness  does  not  lie  in  that  narrow-minded  concept  called  "rationality";  it 
lies  in  a  blend  of  clear-headed  logic  and  powerful  intuition.  Let  me  illustrate 
this  with  two  points. 

□  First,  only  under  special  circumstances  should  planners  try  to  plan.  When 
an  organization  is  in  a  stable  environment  and  has  no  use  for  a  very  creative 
strategy — the  telephone  industry  may  be  the  best  example — then  the  develop- 
ment of  formal,  systematic  strategic  plans  (and  main-line  strategies)  may  be  in 
order.   But  when  the  environment  is  unstable  or  the  organization  needs  a 
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creative  strategy,  then  strategic  planning  may  not  be  the  best  approach  to 
strategy  formulation,  and  planners  have  no  business  pushing  the  organization  to 
use  it. 

□  Second,  effective  decision  making  at  the  policy  level  requires  good  analyt- 
ical input;  it  is  the  job  of  the  planner  and  management  scientist  to  ensure  that 
top  management  gets  it.  Managers  are  very  effective  at  securing  soft  informa- 
tion; but  they  tend  to  underemphasize  analytical  input  that  is  often  important  as 
well.  The  planners  and  management  scientists  can  serve  their  organizations 
effectively  by  carrying  out  ad  hoc  analyses  and  feeding  the  results  to  top 
management  (need  I  say  verbally?),  ensuring  that  the  very  best  of  analysis  is 
brought  to  bear  on  policy  making.  But  at  the  same  time,  planners  need  to 
recognize  that  these  inputs  cannot  be  the  only  ones  used  in  policy  making,  that 
soft  information  is  crucial  as  well. 

FOR  THE  TEACHER  OF  MANAGERS 

If  the  suggestions  in  this  article  turn  out  to  be  valid,  then  educators  had  better 
revise  drastically  some  of  their  notions  about  management  education,  because 
the  revolution  in  that  sphere  over  the  last  fifteen  years — while  it  has  brought  so 
much  of  use — has  virtually  consecrated  the  modern  management  school  to  the 
worship  of  the  left  hemisphere. 

Should  educators  be  surprised  that  so  many  of  their  graduates  end  up  in  staff 
positions,  with  no  intention  of  ever  managing  anything?  Some  of  the  best- 
known  management  schools  have  become  virtual  closed  systems  in  which 
professors  with  little  interest  in  the  reality  of  organizational  life  teach  inexperi- 
enced students  the  theories  of  mathematics,  economics,  and  psychology  as  ends 
in  themselves.  In  these  management  schools,  management  is  accorded  little 
place. 

I  am  not  preaching  a  return  to  the  management  school  of  the  1950s.  That  age 
of  fuzzy  thinking  has  passed,  thankfully.  Rather,  I  am  calling  for  a  new  balance 
in  our  schools,  the  balance  that  the  best  of  human  brains  can  achieve,  between 
the  analytic  and  the  intuitive.  In  particular,  greater  use  should  be  made  of  the 
powerful  new  skill-development  techniques  that  are  experiential  and  creative  in 
nature,  such  as  role  playing,  the  use  of  video  tape,  behavior  laboratories,  and  so 
on.  Educators  need  to  put  students  into  situations,  whether  in  the  field  or  in  the 
simulated  experience  of  the  laboratory,  where  they  can  practice  managerial 
skills,  not  only  interpersonal  but  also  informational  and  decisional.  Then 
specialists  would  follow  up  with  feedback  on  the  students'  behavior  and 
performance. 
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FOR  MANAGERS 


The  first  conclusion  for  managers  should  be  a  call  for  caution.  The  findings  of 
the  cognitive  psychologists  should  not  be  taken  as  license  to  shroud  activities  in 
darkness.  The  mystification  of  conscious  behavior  is  a  favorite  ploy  of  those 
seeking  to  protect  a  power  base  (or  to  hide  their  intentions  of  creating  one);  this 
behavior  helps  no  organization,  and  neither  does  forcing  to  the  realm  of 
intuition  activities  that  can  be  handled  effectively  by  analysis. 

A  major  thrust  of  development  in  our  organizations,  ever  since  Frederick 
Taylor  began  experimenting  in  factories  late  in  the  last  century,  has  been  to 
shift  activities  out  of  the  realm  of  intuition,  toward  conscious  analysis.  That 
trend  will  continue.  But  managers,  and  those  who  work  with  them,  need  to  be 
careful  to  distinguish  that  which  is  best  handled  analytically  from  that  which 
must  remain  in  the  realm  of  intuition,  where,  in  the  meantime,  we  should  be 
looking  for  the  lost  keys  to  management. 


2. 


Fallacy  of  the  One  Big  Brain 

Pearson  Hunt 


If  things  in  business  were  completely  rational,  all  problems  would  be  analyzed  and  solved 
by  one  person  or  brain  having  complete  access  to  information  from  all  over  the 
organization.  The  decisions  would  be  objective,  well  defined,  and  timely.  Because  people 
often  design  things  according  to  a  rational  ideal,  it  is  understandable  that  business 
executives  would  try  to  design  decision-making  systems  in  organizations  as  if  there  were 
one  big  brain  at  the  top  or  center  that  could  solve  all  problems.  The  author  of  this  article 
exhorts  business  people  to  consider  how  decisions  are  actually  made,  that  in  reality 
business  decisions  are  not  made  instantly  by  one  big  brain  or  computer  but  by  many  little 
brains  over  time.  He  argues  that  by  eliciting  the  opinions  and  ideas  of  other  people, 
executives  elicit  their  commitment  and  involvement  as  well. 


As  managers  change  their  ways  in  response  to  the  opportunities  offered  by 
computerization,  simulation,  linear  programming,  and  the  other  valuable  proce- 
dures stemming  from  recent  developments  in  the  quantitative  sciences,  they  may 
lose  sight  of  equally  important  contributions  offered  by  recent  findings  in  the 
behavorial  sciences.  If  they  do  neglect  this  side,  they  can  easily  fall  victim  to  the 
fallacy  of  the  one  big  brain. 

I  refer  to  the  neglect,  in  the  study  and  practice  of  business  management,  of 
proper  organizational  assignment  of  the  work  to  be  done.  This  neglect  is  seen 
whenever  people  act  as  if  business  problems  were  solved  by  a  single  entity 
having  one  big  brain.  All  too  often,  we  design  schemes  of  analysis  that  assume 
that  problems  can  be  recognized,  defined,  analyzed,  and  solved  by  one  brain  of 
enormous  capacity,  which  operates  in  a  completely  objective  manner,  searching 
for  and  comparing  all  possible  alternatives  in  one  thinking  process  (lasting 
perhaps  only  a  few  seconds  if  we  have  the  aid  of  a  computer)  to  arrive  at  the 

author's  note:  I  should  like  to  acknowledge  the  major  contribution  of  Edna  Homa  in  the 
preparation  of  this  article. 
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best  possible  answers.  For  example,  take  the  capital  budgeting  procedures  of 
many  companies: 

"Projects"  are  submitted  to  a  planning  and  analysis  group,  which  accumulates  them 
until  an  annual  or  other  predetermined  review  date,  and  then — in  one  fell  swoop — ranks 
them  in  an  order  of  priority.  Unfortunately,  the  criteria  the  group  uses  normally  reflect 
only  financial  factors.  Such  an  episodic  review,  performed  outside  the  ongoing  work  of 
the  going  concern,  is  evidence  of  the  idea  of  one  big  brain.  And  it  produces  some  weird 
decisions. 

A  corollary  of  the  proposition  that  there  is  one  big  brain,  of  course,  is  that  all 
the  lesser  brains  in  the  organization  need  not  concern  themselves  with  the  big 
questions,  so  it  matters  very  little  how  the  work  of  decision  making  in  the 
company  is  organized.  Nothing  could  be  further  from  the  truth.  The  manager  of 
any  business  faces  the  unavoidable  problem  of  shaping  the  organization  so  that 
brains  of  human  scale  will  reach  necessary  decisions  efficiently. 

This  article  is  really  a  plea  for  business  executives  to  take  a  close  look  at  the 
organizations  they  manage  to  see  who  is  making  what  decisions,  and  to  consider 
whether  some  of  the  findings  about  the  process  of  decision  making  that  I  shall 
describe  indicate  any  desirable  changes  in  their  company's  organizational 
assignments. 


Erroneous  Abstraction 

It  is  amazing  how  often  one  sees  evidence  of  the  assumption  that  all  the  heavy 
thinking  in  an  organization  can  be  left  to  some  specialized  group.  This 
assumption  not  only  lies  behind  the  way  theorists  reason;  it  also  affects  the  way 
managers  act.  To  illustrate: 

The  widespread  use  of  the  words  "management"  and  "administration"  is  evidence  of 
the  fallacious  abstraction.  Management  doesn't  make  decisions,  but  managers  do.  We 
must  talk,  not  about  an  abstraction — management — but  about  the  behavior  of  managers 
as  they  do  their  work.  It  is  of  supreme  importance  to  recognize  that  it  is  the  behavior  of 
people  as  they  make  decisions  that  makes  up  management — and  nothing  more  abstract 
than  this. 

Yet  we  hear  the  word  "management"  instead  of  "managers"  in  conversations,  we  see 
it  in  publications,  we  listen  to  it  in  speeches  of  politicians,  and  we  use  it  ourselves  when 
we  talk.  All  of  this  reflects  the  fallacy  of  the  one  big  brain. 

How  often  does  one  see  in  an  organization  evidence  of  the  idea  that  problems 
are  solved  by  selecting  a  procedure  to  solve  them?  How  often  does  one  see,  when 
reading   books— even   recent   books — on   finance,   marketing,   or   some   other 
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business  function,  a  problem-oriented  description  that  handles  with  great  skill 
the  important  things  which  have  to  be  done,  showing  how  new  analytical 
techniques  can  be  used,  and  yet  forgetting  in  its  coverage  that  this  work  must  be 
done  by  a  group  of  people  in  an  organization? 


SALIENT  DIFFERENCES 

In  fact,  business  decisions  are  not  made  in  a  few  moments  by  one  big  brain,  but 
by  a  lot  of  smaller  brains.  (Let  it  be  understood  I  did  not  say  "small"  brains; 
rather,  I  am  referring  here  to  brains  of  human  scale,  and  we  all  know  that  such 
brains  often  have  great  ability.)  These  brains,  in  dealing  with  business 
problems,  must  act  in  coordination  with  each  other,  often  over  a  considerable 
period  of  time,  usually  in  a  situation  that  has  ways  of  shifting  one's  attention 
from  one  problem  to  another,  and  always  in  a  situation  in  which  an  individual's 
position  in  the  total  structure  has  great  influence  both  on  the  work  and  thinking 
that  he  does  and  on  the  way  his  conclusions  are  received  and  used. 

Fortunately,  some  worthwhile  work  in  the  study  of  decision  making  is  being 
done.  In  my  view,  one  of  the  great  contributions  of  recent  study  about  decision 
making  is  the  opportunity  offered  to  managers  to  reorganize  the  assignment  of 
work  in  ways  that  can  produce  more  effective  results  for  their  companies.  More 
and  more,  we  are  able  to  describe  the  salient  differences  between  the  way  one 
brain  might  attack  a  problem  and  the  kind  of  thinking  that  takes  place  when 
many  brains  are  working  on  it. 

The  differences  are  not  simple  ones,  for  when  the  whole  problem  is  broken 
down  into  parts,  the  parts  change  their  nature  and  one  can  never  put  them  back 
to  make  the  picture  of  the  operation  of  one  big  brain. 


Decision  Process 

To  elaborate  on  this  point,  I  shall  present  the  two  key  features  of  decision 
making — (1)  sequential  breakdown  of  the  problem,  and  (2)  hierarchical  assign- 
ment of  the  work — which  have  been  made  more  clear  by  behavioral  studies  in 
recent  years. 

SEQUENTIAL  BREAKDOWN 

When  a  manager  faces  a  major  decision,  he  must  subdivide  it  into  a  number  of 
smaller  problems  and  assign  these  to  various  persons.  Thus,  it  inevitably  follows 
from  the  fact  of  subdivision  that  the  work  is  going  to  be  done  in  separate  places 
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at  different  times.  That  is  to  say,  the  sections  of  the  work  will  become  sequential 
in  the  sense  that  some  portions  must  wait  for  and  use  the  results  of  prior 
portions. 

Since  this  is  so,  it  follows  that  decisions  made  in  earlier  portions  of  the 
sequence  become  constraints  on  or  prescriptions  for  the  later  decisions  to  a 
degree  that  is  not  always  recognized.  Recent  studies  show  very  clearly  that  as 
the  sequence  progresses,  the  "best  estimates"  (always  representing  someone's 
judgment)  become  the  "facts"  for  subsequent  analysis.  Sales  forecasts,  for 
example,  are  best  estimates — the  forecaster  never  insists  that  he  is  absolutely 
right;  he  is  only  helping  as  best  he  can.  And  yet  time  after  time  subsequent 
decision  makers  respond  to  these  sales  forecasts  as  if  they  were  factual. 

HIERARCHICAL  ASSIGNMENT 

Just  as  sequence  is  inevitable,  the  assignment  of  the  work  in  parts  inevitably 
becomes  hierarchical.  That  is  to  say,  persons  doing  different  levels  of  work  have 
positions  with  different  levels  of  authority,  and  they  deal  with  one  another  with 
reference  to  these  levels. 

The  varying  significance  of  the  word  "advice"  serves  to  emphasize  the 
importance  of  considering  the  organizational  position  of  a  decision  maker.  Thus: 

The  organizational  manual  of  a  certain  company  states  flatly  that  the  treasurer  selects 
the  banks  in  which  the  company's  deposit  accounts  will  be  placed.  It  would  appear  from 
this  that  he  is  a  pretty  important  officer!  But  then,  in  an  adjacent  column,  "advice  from 
the  president"  is  mentioned.  Suddenly  the  scope  of  the  treasurer's  job  changes.  Surely, 
you  will  agree  that  advice  from  one's  boss  has  a  force  quite  like  that  of  an  instruction! 

Suppose,  instead,  that  the  notation  had  read  "advice  from  the  cashier."  Here  the 
treasurer's  decision-making  authority  is  certainly  very  different!  But  before  we  leave  the 
example,  it  is  interesting  to  look  also  at  the  responsibility  of  the  cashier.  Although  he  will 
not  select  the  bank,  surely  he  is  expected  to  give  advice  only  after  due  consideration. 
Actually,  the  content  of  upward-moving  advice  represents  a  responsible  decision  within 
the  level  of  authority  occupied  by  the  subordinate,  and  he  will  be  held  accountable  for  its 
quality. 

One  of  the  outmoded  ideas  about  organization  is  the  description  of  a  "staff" 
person  as  distinguished  from  one  in  the  "line."  According  to  this  scheme,  a  staff 
man  has  no  authority;  he  merely  advises  some  manager  in  the  line,  who  may 
choose  to  ignore  him.  In  fact,  even  though  the  line  executive  need  not  accept 
such  advice  when  it  is  offered,  no  experienced  manager  can  say  that  staff  advice 
has  no  force. 

The  point  that  I  wish  to  make  is  that  there  is  no  such  thing  as  irresponsible 
advice  in  either  direction  between  superior  and  subordinate,  or  between  staff 
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and  line  personnel.  But  one  must  know  where  in  the  organizational  level  the 
giver  of  advice  is  placed  in  order  to  understand  the  force  of  his  advice. 

An  obvious  conclusion  that  arises  from  such  observations  of  sequence  and 
levels  of  authority  is  that  the  order  in  which  the  parts  of  a  task  are  to  be  done 
may  have  a  significant  effect  on  the  final  answer.  It  would  be  desirable,  then,  to 
arrange  that  the  decisions  having  the  least  uncertainty  be  made  first,  thus 
building  on  the  most  stable  foundation. 


"Uncommitted  State" 

What  can  a  manager  do  about  the  fact  that  the  best  estimates  made  at  lower 
levels  tend  to  be  treated  as  facts  as  the  decision  process  moves  upward?  I  used  to 
feel  (and  I  know  that  others  still  feel)  that  a  way  must  be  found  for  top-level 
decision  makers  to  restore,  before  the  final  decision  is  made,  the  warnings  and 
uncertainties  that  will  have  been  lost  in  the  sequential  process.  Indeed,  there  are 
experiments  going  on  now  that  have  to  do  with  the  ways  in  which  organizations 
can  maintain  what  is  referred  to  as  the  "uncommitted  state"  during  an  entire 
decision-making  procedure.  As  I  have  thought  about  this,  however,  I  have  come 
to  feel  that  maintaining  the  uncommitted  state  is  likely  to  land  the  top  manager 
on  a  psychiatrist's  couch,  full  of  anxiety  and  unable  to  make  decisions  at  all. 

I  propose  that  the  last-minute  review  is,  in  fact,  both  impossible  to  perform 
objectively  and  undesirable.  The  subdivision  and  assignment  of  work  inevitably 
causes  judgment  to  be  used  by  each  person  in  the  organization  with  reference  to 
his  part  of  the  process.  The  upper  levels  in  a  decision-making  process  accept 
estimated  findings  from  lower  levels,  not  only  because  they  must,  but  also 
because  great  advantage  is  gained  in  the  process  by  using  the  judgment  of  people 
at  levels  where  they  have  the  capacity  to  exercise  this  judgment.  The  rare 
quality  of  high  capacity  may  thus  be  concentrated  where  it  is  really  needed; 
judgments  of  lesser  importance  can  be  made  at  lower  levels. 

If  one  wishes  to  suggest  that  sometimes  some  of  the  lesser  judgments  that  are 
accepted  will  be  wrong,  and  therefore  the  big  judgments  will  also  be  wrong,  he 
will  obviously  be  correct.  But  I  suggest  that  perhaps  the  best  thing  any  business 
can  hope  for  in  an  ongoing  decision-making  situation  is  a  good  batting  average. 

TIMELY  SUBDECISIONS 

In  contrast  to  the  idea  of  the  uncommitted  state,  I  offer  frequent  inquiry  and  the 
timely  obtaining  of  subdecisions  from  responsible  persons.  An  example  of  the 
consequences  of  not  following  such  a  procedure  may  serve  as  an  illustration: 
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The  planning  staff  of  a  large  chemical  manufacturer  was  assigned  the  task  of  studying 
the  desirability  of  building  a  new  plant  for  the  manufacture  of  resins  that  were  coming 
from  the  development  division  of  the  company.  The  expenditure  of  many  millions  of 
dollars  was  in  prospect,  and  the  study  was  therefore  an  important  one. 

The  habitual  procedure  of  this  planning  staff,  in  the  words  of  one  observer,  was  that 
"once  they  have  received  a  problem  they  shut  the  door,  and  the  only  way  to  communicate 
with  them  is  by  slipping  notes  under  it." 

The  results  of  this  isolation  were  unfortunate.  The  planning  staff  analysts  worked 
diligently  to  label  all  the  important  variables;  those  that  were  significant  were  estimated 
at  five  levels  of  possibility,  and  probabilities  were  assigned  to  the  various  levels.  The  staff 
then  came  up  with  its  best  estimate  of  net  funds  flows.  This  estimate,  regarded  as  factual 
at  this  stage  in  the  sequence,  was  used  to  calculate  a  promised  return  on  the  investment, 
and  a  recommendation  to  approve  the  project  was  handed  up  to  the  president  of  the 
company. 

All  this  work,  which  took  several  analysts  many  weeks  (and  drew  on  their  best 
judgmental  efforts),  was  rejected  within  an  hour  by  the  president.  Why?  Because  the 
president  could  not  accept  the  pattern  of  probabilities  that  had  been  selected  by  the 
analysts. 

One  may  ask,  whose  probabilities  were  better?  Frankly,  so  far  as  I  could  tell, 
the  analysts'  were  better  than  the  president's.  But  looking  at  the  matter  from  an 
organizational  perspective,  I  would  like  to  point  out  something  else.  The 
analysts  were  wrong  in  not  finding  out  what  the  president's  estimates  of 
probability  were  long  before  they  made  their  final  presentation.  Again  why? 
Because,  if  they  had,  it  might  have  helped  in  the  success  of  their  recommenda- 
tion; and,  after  all,  the  president  of  the  company  was  the  one  who  bore  the 
responsibility  for  this  decision. 

I  believe  that  the  real  test  of  the  appropriateness  of  organizational  assign- 
ments occurs  when  something  goes  wrong.  When  people  are  working  together 
smoothly,  it  is  not  really  important  who  is  responsible  for  what.  But  if 
something  goes  wrong,  then  it  becomes  important  to  know  the  organizational 
position  of  the  individual  who  should  bear  the  responsibility.  And  since  it  is  the 
chief  operating  executive  of  any  company  who  bears  the  ultimate  responsibility, 
his  judgment  should  prevail.  His  subordinates  can  argue  with  him  and  try  to 
help  him  change  his  mind,  but  if  the  executive  is  firm  in  his  convictions,  he 
should  win.  He  is  the  accountable  officer,  and  accountability  and  authority  must 
sit  in  the  same  chair. 

Let  me  suggest  an  organizational  principle  that  I  think  comes  out  of  this 
discussion:  a  process  involving  many  people  is  one  that  requires  that  (a)  work  be 
properly  sequenced,  and  (b)  people  be  authorized  (indeed,  instructed)  to 
communicate  with  one  another — up  the  organization,  down  the  organization, 
and  across  the  organization — as  necessary.  If  not,  matters  which  require  the 
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making  of  certain  judgments  are  either  handled  by  persons  at  an  undesirable 
level  of  the  organization,  or  they  are  decided  according  to  a  subordinate's 
conception,  which  may  well  be  misinformed,  of  a  superior's  likely  conclusion. 

In  other  words,  a  multibrain  process  is  a  sequential  process  that  calls  for  a 
host  of  subdecisions.  And  wherever  a  person  requires  information  or  judgment 
from  another  level  in  the  organization,  it  should  be  specified  that  he  is  expected 
to  get  promptly  what  is  needed  from  the  responsible  officer,  and  not  wait  until  a 
project  is  completed.  It  is  part  of  the  judgment  of  a  person  making  a  study  to 
know  when  to  ask  questions. 


Personal  Commitment 

Another  most  important  finding  about  a  multibrain  decision  process  is  that  as 
each  person  completes  his  portion  of  a  study — knowing  he  is  accountable  for  the 
judgments  he  has  exercised — he  becomes  committed  to  the  support  of  his 
conclusions,  and  thus  his  subsequent  behavior  becomes  in  part  that  of  an 
advocate.  There  is  nothing  like  a  commitment  to  make  a  person  feel  involved. 
People  who  have  a  commitment  argue  with  a  different  kind  of  emotional  base 
than  they  do  when  they  have  not  made  their  position  known  in  advance. 
Commitment  changes  the  nature  of  the  argument  and  one's  feelings  about  it. 

RATIONALIZATION  FACTOR 

For  the  reason  of  commitment,  it  is  not  by  chance  that  a  report  often  becomes 
known  as  a  "presentation."  It  is  no  longer  a  full  statement  of  the  doubts  and 
uncertainties  that  surround  the  conclusions.  It  may  not  be  all  on  one  side — like 
a  lawyer's  brief — but  it  is  often  closer  to  it  than  most  of  us  willingly  admit. 
After  people  become  committed  to  a  conclusion  they  have  reached,  their 
judgment  can  never  again  be  as  open  as  it  was  before.  Take  this  actual  example 
from  a  company  operating  in  a  country  whose  currency  was  facing  possible 
devaluation: 

Many  of  the  managers  of  this  company  had  decided  that  they  must  finance  their 
planned  expansion  program  by  borrowing  from  abroad,  promising  payment  in  the 
currency  of  the  lender's  country.  Yet  when  I  asked  one  manager,  "What  are  your  plans 
or  thoughts  about  the  situation  if  your  currency  is  devaluated  and  you  have  to  pay 
dollars?"  his  answer  was,  "We  can't  think  about  that,  or  we'll  never  make  an 
investment." 

As  this  response  shows,  one  of  the  aspects  of  commitment  is  that  if  a  person  is  really 
committed,  he  usually  rules  out  of  consideration  what  I  call  the  preemptive  possibility 
which  might  force  a  reversal  from  his  committed  position.  He  seems  to  say,  "We'll 
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assume  it  won't  happen,"  or  (as  this  particular  firm  did),  "The  government  will  take 
care  of  us;  we  don't  know  how,  but  it  must,"  or  something  of  the  kind. 

Commitment  grows  from  the  accumulation  of  little  decisions — even  from 
continued  familiarity  with  a  situation.  We  have  all  experienced  it,  in  business 
and  in  our  private  lives.  Therefore,  when  I  put  myself  in  the  place  of  a  manager 
who  awaits  his  opportunity  to  make  a  final  decision,  I  do  not  recommend  that  he 
attempt  to  maintain  an  "uncommitted  state." 

Instead,  I  suggest  that  he  keep  in  touch  with  a  project  as  it  develops,  so  that 
the  key  subdecisions  can  be  reviewed  by  him  at  a  time  well  before  the 
commitment  of  his  subordinates  becomes  too  strong.  In  so  doing,  of  course,  the 
manager  builds  up  his  own  commitment,  but  it  is  easier  to  handle  his  own 
prejudices  than  those  of  others. 

Nevertheless,  a  manager  must  train  himself  to  recognize  those  apparently 
small  commitments  which,  in  fact,  so  precondition  later  work  that  one  final 
course  of  action — unless  unusually  great  negative  forces  arise — is  inevitable. 
The  gathering  force  of  commitment  is  very  much  like  momentum;  it  keeps 
getting  harder  and  harder  to  stop. 

IRREVERSIBLE  COMMITMENT 

The  final  decision  is  seldom,  if  ever,  the  last  step  in  an  analytical  process  where 
everyone  remains  uncommitted  until  the  eleventh  hour.  Major  decisions  are 
usually  found,  on  investigation,  to  have  emerged  at  some  earlier  time  in  the 
multibrain  decision  process.  Imperceptibly,  the  "minor"  decisions  taken  all 
along  the  line  have  made  the  conclusion  inevitable.  The  case  is  even  more  clear 
when  major  resources  as  well  as  people  have  been  committed  as  the  work  went 
along.  Thus,  it  is  hardly  a  surprise  to  hear  so  often  that  top-level  approval  will 
be  a  formality. 

Though  it  seldom  can  be  determined  exactly,  there  comes  a  time  when  it  is 
inevitable  that  an  important  decision  is  going  to  be  made  in  a  certain  way. 
There  is  a  point  when  it  would  not  be  too  costly  to  change  to  another  course,  but 
there  is  also  a  point  when  commitment  has,  in  fact,  taken  place.  I  vividly 
remember  the  request  of  an  executive  involved  in  a  major  planning  operation  of 
which  I  was  in  charge.  "Please  be  sure,"  he  wrote  me,  "to  let  me  know  when 
you  come  to  the  brief  moment  between  'too  soon'  and  'too  late'  so  that  my 
suggestions  will  be  heard." 

Finally,  it  must  be  remembered  that  the  process  of  human-scale  decision 
making  is  carried  out  in  an  organizational  environment  where  the  brains 
involved  are  doing  other  things  at  the  same  time.  In  other  words,  decisions  are 
made  by  people  who  have  become  committed  to  certain  policies,  who  are  in  the 
process  of  becoming  committed  to  other  policies  at  the  same  time,  and  who 
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cannot  avoid  the  effects  of  those  other  commitments  on  the  decisions  they  now 
face. 

Let  me  summarize  these  points  by  paraphrasing  the  words  of  another  author: 
We  view  the  decision  making  in  complex  organizations  as  emerging  from  a 
continuous  social  process,  composed  of  many  small  acts,  and  carried  out  by 
different  people  at  divergent  points  of  time.  We  reject  the  notion  that  one 
specific  decision  can  be  made  the  focus  of  analysis.  Instead  we  suggest 
concentration  on  the  dynamic  social  process  in  which  activities  are  carried  out. 
We  must  depict  the  system  instead  of  looking  for  a  logical  process  that  can  be 
isolated  from  it.1 


Managerial  Implications 

Let  me  now  draw  some  conclusions  from  my  observations  about  the  salient 
differences  between  a  single-brain  and  a  multibrain  process. 

The  manager  who  wants  to  get  the  best  possible  results  from  the  multibrain 
process  finds  himself  face  to  face  with  a  prerequisite.  He  must  be  sure  that  he 
heads  an  organization  where  work  is  accomplished  with  the  least  possible 
friction  and  waste.  Such  an  organization  is  one  that  is  capable  of  evolving  major 
decisions  as  a  normal  part  of  its  whole  system  of  doing  work.  The  idea  of  a 
planning  staff  operating  independently  of  the  rest  of  the  organization  is 
dangerous.  A  planning  staff  can  be  very  useful,  but  only  if  it  is  integrated  with 
the  operating  executives  so  that  there  is  free  interaction,  and  the  judgments  that 
define  policy  are  actually  made  by  persons  who  later  will  be  accountable  for 
results.  For  example: 

One  rapidly  expanding  company  has  established  branch  manufacturing  operations 
and  new  sales  outlets  in  two  new  areas  in  recent  years.  In  each  case,  the  preliminary 
studies  were  made  by  a  vice  president,  who  enlisted  the  help  of  the  sales  manager,  chief 
engineer,  and  personnel  director  (as  well  as  the  usual  staff  of  junior  financial  and 
economic  analysts).  These  senior  officers,  while  not  working  continuously  on  the  study, 
were  in  touch  with  it  from  beginning  to  end,  so  that  there  could  be  no  unhappy  ending, 
as  in  the  chemical  company  I  referred  to  earlier. 

ORGANIZATIONAL  REQUIREMENTS 

The  first  requirement  in  reforming  an  organization  is  for  the  manager  to 
recognize  one  undeniable  fact:  if  a  group  of  people  have  been  working  together, 
there  is  already  an  organization.  This  is  a  certainty,  for  work  cannot  be  done  by 

1.  See  Yair  Aharoni,  The  Foreign  Investment  Decision  Process  (Boston,  Division  of  Research, 
Harvard  Business  School,  1966). 
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more  than  one  person  without  division  and  allocation.  The  organization  may  be 
"good"  or  it  may  be  "bad,"  but  it  exists. 

The  second  requirement  is  to  be  explicit  in  formulating  organizational 
assignments.  As  an  acute  observer  has  said: 

Most,  if  not  all,  members  of  organizations  are  only  dimly  aware  of  the  pattern  of  tasks 
which  are  being  allocated  day  in  and  day  out — the  tasks  which  constitute  not  some 
peripheral  frill  but  the  very  function  which  the  organization  has  been  set  up  to  fulfill. 
The  members  of  the  organizations  are  of  course  unconsciously  aware  of  all  the  tasks — 
and  do  carry  them  out.  But  there  is  a  shying  away  from  explicit  formulation.  Why  we 
are  so  anxious  about  the  explicit  recognition  of  tasks  and  work  is  not  a  subject  for 
discussion  [at  this  point],  but  shy  we  certainly  are,  and  [progress  cannot  be  made]  until 
this  recoil  away  from  looking  at  the  realities  of  allocated  tasks  has  been  overcome.2 

The  most  important  thing  for  a  manager  to  consider  is  neither  the  formality 
nor  informality  of  his  organization,  but  its  capacity  to  do  the  work  that  is  to  be 
carried  out.  The  study  of  the  work  to  be  done  is  important  in  organizational 
design — more  important  in  my  view  than  the  personality  interactions  of  those 
who  will  occupy  posts  in  the  organization.  Many  of  us  are  coming  to  recognize 
that  the  great  pacemaking  work  of  the  human  relations  school  of  management 
needs  now  to  be  supplemented  by  considerations  that  take  into  account  more 
strongly  the  nature  of  the  work  to  be  done. 

WORK-ROLE  BOUNDARIES 

A  few  basic  insights  concerning  work  assignments  are  already  finding  confirma- 
tion in  recent  studies.  The  essential  property  of  a  job  is  not  defined  by  whether 
it  is  skilled  or  unskilled,  line  or  staff,  but  rather  by  the  nature  of  the  judgments 
that  the  job  calls  for.  A  field  hand  may  work  himself  to  the  point  of  exhaustion, 
but  he  does  not  have  important  judgments  to  make  and  his  job  is  not  highly 
rated.  Others  may  lead  physically  easy  lives,  but  their  work  is  regarded  highly, 
because  the  judgments  they  make  strain  their  capacity  and  create  a  great  deal  of 
anxiety.  They  have  to  bear  the  burden  of  making  decisions  and  implementing 
them  despite  a  long  time  of  uncertainty  as  to  whether  these  decisions  are  right  or 
wrong.  In  business,  a  person  is  evaluated  in  his  work  primarily  by  the  way  he 
utilizes  his  judgment. 

There  are  several  dimensions  to  be  considered  if  a  complete  job  description  is 
to  be  made,  but  nothing  is  so  important  as  the  sentences  which  contain  the 
words  he  decides.  The  knowledge  needed  and  the  technical  skills  required 
constitute  prerequisites  that  supply  boundaries  to  the  work  role,  but  the  all- 

2.  Elliott  Jaques,  Time  Span  Handook  (London,  Heineman,  1964),  p.  5. 


Fallacy  of  the  One  Big  Brain  29 

important  thing  that  happens  within  these  boundaries  is  the  exercise  of 
discretion.  And  may  I  point  out  that  wherever  judgment  is,  there  accountability 
should  also  be  found.  By  the  same  token,  no  one  should  be  held  accountable  for 
a  decision  unless  he  is  given  the  authority  to  commit  the  resources  to  carry  it  out. 


PLANNING  DIMENSIONS 

As  soon  as  it  is  recognized  that  decision  making  is  inevitably  performed  by  many 
persons  in  an  organization,  each  one  exercising  his  own  judgment  and  commit- 
ting resources  within  the  boundaries  of  his  job,  it  will  be  clear  that  the 
responsibility  to  do  part  of  the  company's  planning  has  also  been  subdivided. 
Planning  and  creative  thinking  cannot  be  made  the  exclusive  responsibility  of  a 
chosen  jew  within  a  business  organization.  The  janitor  is  responsible  for 
planning  his  work,  and  for  ideas  to  improve  it.  The  middle  manager  is  equally 
responsible  for  planning  his  work,  and  for  obtaining  desirable  changes  within 
the  bounds  of  his  particular  authority.  The  chief  executive  himself  will  not  have 
fulfilled  his  own  planning  responsibility  unless  he  has  made  it  clear  to  members 
of  his  organization  at  all  levels  that  each  one  has  planning  to  do,  and  unless  he 
has  also  provided  the  time  and  resources  that  are  necessary  to  permit  the 
fulfillment  of  this  dimension  of  each  person's  work. 

If  it  is  true,  as  I  am  sure  it  is,  that  "one  learns  by  doing,"  it  must  be 
recognized  that  one  only  learns  what  one  does.  A  company  that  denies  the 
planning  dimension  of  work  to  the  lower  levels  of  management  obtains  what  it 
deserves — men  who,  when  promoted,  are  not  able  to  plan  ahead.  A  company 
whose  organizational  scheme  requires  planning  at  every  level  finds  men  who 
have  learned  how  to  look  ahead  because  they  have  been  doing  it.  They  will  have 
learned  how  to  plan,  just  as  they  have  learned  the  other  things  that  justify  their 
promotion. 

Unfortunately,  planning  is  not  so  treated  in  many  businesses — where  the 
fallacy  of  the  one  big  brain  still  denies  the  lower-level  managers  this  part  of 
their  work. 

To  those  who  would  avoid  the  fallacy  of  the  one  big  brain,  I  would  urge  a 
more  thorough  study  of  the  nature  of  the  work  assignments  which  exist  in  their 
organization.  One  cannot,  through  centralization,  computerization,  or  other- 
wise, create  one  big  brain.  The  facts  of  human  scale  require  that  decision 
making  be  subdivided,  and  new  findings  in  organizational  research  are  available 
to  managers  to  guide  them  in  creating  work  assignments  that  will  vastly 
improve  the  processes  of  decision  making. 


3. 


How  Managers'  Minds  Work 

James  L.  McKenney  and  Peter  G.  W.  Keen 


A  number  of  researchers  have  pointed  to  particular  aspects  of  thinking  and  personality 
that  differ  between  the  people  who  build  models  and  those  who  use  them.  Obviously, 
management  scientists  and  general  managers  think  differently.  In  an  effort  to  narrow  this 
gap,  the  authors  discuss  their  recent  research  on  cognitive  style,  which  provides  a  means 
of  developing  strategies  of  action  for  the  management  scientist  and  a  useful  way  of 
focusing  on  the  implementation  of  analytic  models  for  the  general  manager. 


A  common  topic  in  management  literature  over  the  past  few  years  has  been  the 
difference  between  managers  and  management  scientists,  usually  in  relation  to 
the  argument  that  their  association  has  not  been  a  productive  one.  For  example, 
an  article  by  C.  Jackson  Grayson,  Jr.,  compares  the  situation  with  C.  P.  Snow's 
famous  notion  of  the  two  cultures  of  science  and  humanities:  "Managers  and 
management  scientists  are  operating  as  two  separate  cultures,  each  with  its  own 
goals,  languages,  and  methods.  Effective  cooperation — and  even  communica- 
tion— between  the  two  is  just  about  minimal."1  Perhaps  this  is  an  overpessimis- 
tic  viewpoint,  but  it  is  one  that  is  expressed  often  and  by  individuals  who  have 
substantial  experience  with  the  use  of  analytic  methods  in  management. 

Management  science  techniques  have  been  very  successful  in  such  areas  of 
business  as  logistics  planning,  resource  allocation,  and  financial  forecasting.  It 
appears  that,  on  the  whole,  these  techniques  have  found  the  applications  for 
which  they  are  best  suited,  and  managers  make  substantial  and  continued  use  of 
them. 

However,  in  other  areas  of  business  they  have  been  unable  to  gain  any  real 
foothold.  Most  obviously,  they  have  had  little  impact  on  areas  of  decision 
making  where  the  management  problems  do  not  lend  themselves  to  explicit 
formulation,  where  there  are  ambiguous  or  overlapping  criteria  for  action,  and 
where  the  manager  operates  through  intuition. 

1.  "Management  Science  and  Business  Practice,"  HBR  July-August  1973,  p.  41. 
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The  major  issue  for  management  science  as  a  discipline  now  seems  to  be  to 
get  managers  in  such  situations  to  make  use  of  the  formal  techniques  that  can 
clearly  be  so  helpful  to  them  but  have  not  yet  been  so  in  practice.  There  seem  to 
be  two  main  factors  affecting  this  problem. 

One  concerns  the  actual  techniques  available.  Obviously,  process  chemists  use 
linear  programming  because  it  suits  the  constraints  and  natures  of  the  problems 
they  deal  with. 

The  primary  factor,  however,  is  the  differences  in  approach  and  behavior 
between  the  two  cultures.  A  feature  under  little  control  by  either  manager  or 
scientist  is  that  each  has  a  distinctive  style  of  thinking  and  problem  solving.  In 
its  own  context,  each  style  is  highly  effective  but  not  easily  communicated  to  the 
other.  The  differences  in  thinking  are  neither  "good"  nor  "bad";  they  simply 
exist. 

In  a  way,  it  is  platitudinous  to  state  that  managers  and  scientists  are  different, 
but  a  reason  for  focusing  explicitly  on  this  factor  is  to  examine  the  argument, 
maintained  by  management  writers,  that  to  bridge  the  gap  between  the  two 
groups  each  should  become  a  little  more  like  the  other.  In  this  view,  the 
differences  themselves  are  the  problem,  and  education  is  generally  recommended 
as  the  solution:  the  manager  should  be  trained  in  elementary  quantitative 
techniques,  and  the  scientist,  in  interpersonal  and  managerial  skills. 

Yet  it  is  this  very  differentiation  of  thinking  style  that  makes  each  of  them 
successful  in  his  chosen  specialization.  But  the  cost  of  differentiation  is  the 
increased  difficulty  it  presents  in  integration.  Therefore,  the  issue  for  both 
manager  and  scientist  is  complex:  how  to  communicate  with  each  other;  how  to 
complement  each  other's  strengths  without  sacrificing  too  much  of  one's  own. 

In  this  article,  we  are  explicitly  concerned  with  these  differences  in  thinking 
between  the  two  cultures.  We  shall  offer  suggestions  as  to  how  the  manager  and 
the  scientist  can  best  work  together  in  the  development  and  use  of  analytic 
models  and  decision  aids. 

We  suggest  that  such  aids  must  be  designed  to  amplify  the  user's  problem- 
solving  strategies.  Thus  it  seems  that  the  central  factor  determining  whether  a 
manager  will  use  a  model  to  reach  a  decision  is  the  extent  to  which  it  "fits"  his 
style  of  thinking.  The  main  body  of  this  paper  largely  defines  what  we  mean  by 
"fit." 

Over  the  past  four  years,  we  have  developed  and  tested  a  model  of  cognitive 
style,  drawing  on  the  developmental  psychology  that  has  in  recent  years 
reinvigorated  the  whole  study  of  thinking  and  problem  solving.2  Our  main  aim 
has  been  to  better  understand  the  cognitive  aspects  of  the  decision-making 
process. 

2.  See  Jerome  S.  Bruner,  Jacqueline  J.  Goodnow,  and  George  A.  Austin,  A  Study  of  Thinking 
(New  York,  John  Wiley  &  Sons,  1956). 


Exhibit  I  Model  of  cognitive  style 


In  the  first  section  of  this  article,  we  shall  provide  a  statement  of  our  model  in 
terms  applicable  to  problem  solving  and  decision  making  in  general,  rather  than 
just  to  analytic  techniques.  Next,  we  shall  discuss  the  experimental  data  we 
have  gathered  in  validating  the  model.  Finally,  we  shall  extend  our  findings  to 
the  implications  of  cognitive  style  for  implementing  formal  analytic  models. 


Model  of  Cognitive  Style 


We  view  problem  solving  and  decision  making  in  terms  of  the  processes  through 
which  individuals  organize  the  information  they  perceive  in  their  environment, 
bringing  to  bear  habits  and  strategies  of  thinking.  Our  model  is  based  on  the 
dual  premise  that  consistent  modes  of  thought  develop  through  training  and 
experience  and  that  these  modes  can  be  classified  along  two  dimensions, 
information  gathering  and  information  evaluation,  as  shown  in  Exhibit  I. 

Information  gathering  relates  to  the  essentially  perceptual  processes  by  which 
the  mind  organizes  the  diffuse  verbal  and  visual  stimuli  it  encounters.  The 
resultant  "information"  is  the  outcome  of  a  complex  coding  that  is  heavily 
dependent  on  mental  set,  memory  capacity,  and  strategies — often  unconscious 
ones — that  serve  to  ease  "cognitive  strain."  Of  necessity,  information  gathering 
involves  rejecting  some  of  the  data  encountered,  and  summarizing  and  categoriz- 
ing the  rest. 

Preceptive  individuals  bring  to  bear  concepts  to  filter  data;  they  focus  on 
relationships  between  items  and  look  for  deviations  from  or  conformities  with 
their  expectations.  Their  precepts  act  as  cues  for  both  gathering  and  cataloging 
the  data  they  find. 

Receptive  thinkers  are  more  sensitive  to  the  stimulus  itself.  They  focus  on 
detail  rather  than  relationships  and  try  to  derive  the  attributes  of  the  informa- 
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tion  from  direct  examination  of  it  instead  of  from  fitting  it  to  their  precepts. 

Each  mode  of  information  gathering  has  its  advantages  in  specific  situations; 
equally,  each  includes  risks  of  overlooking  the  potential  meaning  of  data.  The 
preceptive  individual  too  easily  ignores  relevant  detail,  while  the  receptive 
thinker  may  fail  to  shape  detail  into  a  coherent  whole.  In  management  positions, 
the  former  will  be  most  successful  in  many  marketing  or  planning  roles,  and  the 
latter  in  tasks  such  as  auditing. 

Information  evaluation  refers  to  processes  commonly  classified  under  problem 
solving.  Individuals  differ  not  only  in  their  method  of  gathering  data  but  also  in 
their  sequence  of  analysis  of  that  data.  These  differences  are  most  pronounced 
in  relation  to  formal  planning. 

Systematic  individuals  tend  to  approach  a  problem  by  structuring  it  in  terms 
of  some  method  which,  if  followed  through,  leads  to  a  likely  solution. 

Intuitive  thinkers  usually  avoid  committing  themselves  in  this  way.  Their 
strategy  is  more  one  of  solution  testing  and  trial-and-error.  They  are  much 
more  willing  to  jump  from  one  method  to  another,  to  discard  information,  and 
to  be  sensitive  to  cues  that  they  may  not  be  able  to  identify  verbally. 

Here  again,  each  mode  of  information  evaluation  has  advantages  and  risks.  In 
tasks  such  as  production  management,  the  systematic  thinker  can  develop  a 
method  of  procedure  that  utilizes  all  his  experience  and  economizes  on  effort. 
An  intuitive  thinker  often  reinvents  the  wheel  each  time  he  deals  with  a 
particular  problem.  However,  the  intuitive  person  is  better  able  to  approach  ill- 
structured  problems  where  the  volume  of  data,  the  criteria  for  solution,  or  the 
nature  of  the  problem  itself  does  not  allow  the  use  of  any  predetermined 
method. 


FOCUS  ON  PROBLEM  FINDING 

Most  modern  theories  of  the  decision  process  stress  "rationality."  Mathematical 
decision  theory  and  game  theory,  for  example,  are  both  mainly  concerned  with 
defining  the  basics  of  rational  behavior.  Accounting  for  the  discrepancies 
between  it  and  observed  behavior  is  only  a  secondary  aim.  Other  theories, 
particularly  those  concerning  organizational  decision  making,  include  factors  of 
motivation,  personality,  and  social  forces  but  still  treat  decision  making  as 
essentially  equivalent  to  problem  solving. 

In  our  model  of  cognitive  style,  we  focus  on  problem  solving,  but  our  central 
argument  is  that  decision  making  is  above  all  situational  and,  therefore,  includes 
problem  finding.  The  manager  scans  his  environment  and  organizes  what  he 
perceives.  His  efforts  are  as  much  geared  to  clarifying  his  values  and  intents  as 
to  dealing  with  predefined  problems. 

Obviously,  some  problems  do  force  themselves  on  his  awareness;  this  is 
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particularly  true  in  crisis  situations.  Nonetheless,  he  generally  has  some 
discretion  in  the  selection  of  problems  to  deal  with  and  in  the  level  of  aspiration 
he  sets  for  himself.  (His  aspiration  often  determines  the  extent  to  which  he 
involves  himself  in  terms  of  effort  and  risk.) 

The  manager's  activities  are  bounded  not  only  by  the  formal  constraints  of  his 
job  but  also  by  the  more  informal  traditions  and  expectations  implicit  in  his  role. 
Because  of  this,  the  decision-making  activity  is  strongly  influenced  by  his 
perception  of  his  position.  A  decision  "situation"  exists  when  he  sees  some  event 
or  cue  in  his  environment  that  activates  him  into  a  search-analyze-evaluate 
sequence  that  results  in  a  decision.  This  sequence  is  initiated  by  and  depends  on 
his  environment  assessment. 

Our  cognitive-style  model  provides  some  explanation  of  the  processes  affect- 
ing the  manager's  assessment  of  his  environment.  It  thus  includes  an  important 
aspect  of  behavior  omitted  in  most  theories  on  decision  making — namely,  that  of 
problem  finding,  problem  recognition,  and  problem  definition.  Generally,  other 
theories  assume  that  the  situation  has  already  been  defined;  the  manager  is 
presented  with  a  neatly  packaged  problem  and  instructions  on  what  he  should 
try  to  do. 

Implicit  in  the  focus  on  problem  finding  is  the  concept  that  particular  modes 
of  cognition  are  better  suited  to  certain  contexts  than  others.  As  we  mentioned 
earlier,  the  central  argument  of  our  study  is  that  there  needs  to  be  a  fit  between 
the  decision  maker's  cognitive  style  and  the  information-processing  constraints 
of  his  task.  Given  this  fit,  the  manager  is  more  likely  to  gather  environmental 
information  that  leads  to  successful  (or  at  least  comfortable)  problem  finding. 
He  should  also  be  able  to  evaluate  that  information  in  a  way  that  facilitates 
successful  problem  solving.  Perhaps  the  implications  of  a  misfit  are  easier  to 
indicate. 

We  mentioned  earlier  than  a  receptive  thinker  focuses  on  detail  rather  than 
pattern.  But  a  receptive  field  sales  manager  who  receives  a  wide  range  of 
information  may  well  be  flooded  by  it.  He  probably  cannot  examine  all  the  sales 
reports,  orders,  phone  calls,  and  so  on.  Instead,  he  should  try  to  filter  his 
information  and  be  alert  to  trends  and  discrepancies.  Thus  a  combination  of  the 
sales  pattern  in  a  particular  region  and  a  recent  salesman's  report  of  several 
customers'  comments  may  lead  him  to  recognize  signs  of  change  in  consumer 
taste. 

The  preceptive  individual  is  particularly  suited  to  those  tasks  where  he  must 
have  a  concept  of  his  environment.  A  preceptive  manager  would  not  be  very 
successful  in  a  task  such  as  editing. 

Similarly,  it  is  easy  to  envisage  tasks  in  which  the  intuitive  thinker  cannot 
come  to  terms  with  the  data  that  are  required  in  his  decision  making  because  he 
is  unable  to  think  in  terms  of  a  methodical  sequence  of  analysis. 
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We  have  chosen  the  term  style  rather  than  the  more  common  one  of  structure 
to  stress  the  fact  that  modes  of  thinking  relate  more  to  propensity  than  to 
capacity.  An  individual's  style  develops  out  of  his  experience.  For  example, 
there  is  a  tendency,  particularly  in  late  high  school  and  college  for  a  student  to 
increasingly  choose  courses  that  build  on  his  strengths.  This  reinforcing  pattern 
further  develops  those  strengths  and  perhaps  atrophies  the  skills  in  which  he  is 
less  confident. 

This  suggests  not  only  that  tasks  exist  that  are  suited  to  particular  cognitive 
styles,  but  also  that  the  capable  individual  will  search  out  those  tasks  that  are 
compatible  with  his  cognitive  propensities.  In  addition,  he  will  generally 
approach  tasks  and  problems  using  his  most  comfortable  mode  of  thinking. 

Our  model  indicates  some  important  differences  in  the  ways  in  which 
individuals  of  particular  styles  approach  problems  and  data.  The  accompanying 
list  summarizes  the  main  characteristics  of  each  style: 

Systematic  thinkers  tend  to 

□  look  for  a  method  and  make  a  plan  for  solving  a  problem. 

□  be  very  conscious  of  their  approach. 

□  defend  the  quality  of  a  solution  largely  in  terms  of  the  method. 

□  define  the  specific  constraints  of  the  problem  early  in  the  process. 

□  discard  alternatives  quickly. 

□  move  through  a  process  of  increasing  refinement  of  analysis. 

□  conduct  an  ordered  search  for  additional  information. 

□  complete  any  discrete  step  in  analysis  that  they  begin. 
Intuitive  thinkers  tend  to 

□  keep  the  overall  problem  continuously  in  mind. 

□  redefine  the  problem  frequently  as  they  proceed. 
D  rely  on  unverbalized  cues,  even  hunches. 

D  defend  a  solution  in  terms  of  fit. 

□  consider  a  number  of  alternatives  and  options  simultaneously. 

□  jump  from  one  step  in  analysis  or  search  to  another  and  back  again. 
D  explore  and  abandon  alternatives  very  quickly. 

Receptive  thinkers  tend  to 

□  suspend  judgment  and  avoid  preconceptions. 

□  be  attentive  to  detail  and  to  the  exact  attributes  of  data. 

□  insist  on  a  complete  examination  of  a  data  set  before  deriving  conclusions. 
Preceptive  thinkers  tend  to 

□  look  for  cues  in  a  data  set. 

□  focus  on  relationships. 

□  jump   from   one   section   of  a   data   set   to   another,   building   a   set   of 
explanatory  precepts. 


Exhibit  II  Tasks  and  roles  compatible  with  each  cognitive  style 
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Bond  Salesman 

Our  research  supports  the  concept  that  particular  tasks  and  roles  are  more 
suited  to  one  cognitive  style  than  to  another.  Exhibit  II  shows  careers  that  seem 
to  be  especially  compatible  with  the  skills  and  predispositions  implicit  in  each  of 
the  cognitive  modes  of  style. 


Experimental  Results 

We  have  carried  out  a  range  of  experiments  over  the  past  four  years  aimed  at 
validating  the  assertions  made  in  the  preceding  statements.3  The  main  effort  in 
the  experiments  has  been  to  identify  and  measure  cognitive  style.  In  the  spring 
of  1972,  a  set  of  12  standard  reference  tests  for  cognitive  factors,  developed  by 
the  Educational  Testing  Service,  was  administered  to  107  MBA  students.  Each 
test  was  specifically  chosen  to  fit  one  particular  mode  of  style.  The  results 
confirmed  most  of  the  main  characteristics  of  each  style  summarized  earlier. 

INITIAL  TESTS 

In  our  first  set  of  experiments,  70%  of  the  sample  showed  distinct  differences  in 
performance  level  between  the  systematic  and  the  intuitive  tests  or  between  the 
receptive  and  the  preceptive.  This  supports  our  basic  contention  that  individuals 
tend  to  have  a  definite  style. 

We  chose  a  conservative  approach  for  our  tests,  classifying  a  subject  as 
"intuitive,"  "systematic,"  and  so  on,  only  when  the  scores  on  tests  requiring, 
say,  an  intuitive  response  were  substantially  different  from  those  measuring 
capacity  for  the  other  mode  of  style  along  the  same  dimension.  The  comparisons 

3.  These  experiments  are  described  in  detail  in  Peter  G.  W.  Keen,  "The  Implications  of 
Cognitive  Style  for  Individual  Decision  Making,"  unpublished  doctoral  dissertation,  Harvard 
Business  School,  1973. 
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focused  on  relative,  not  absolute,  performance.  The  numeric  scores  were 
converted  to  a  1  to  7  scale,  with  a  "1"  indicating  that  the  subject  scored  in  the 
lowest  seventh  of  the  sample  and  a  "7"  corresponding  to  the  top  seventh. 

From  our  main  sample  of  107  MBA  students,  we  selected  20  whose  test 
results  indicated  a  distinct  cognitive  style  for  a  follow-up  experiment.  This  made 
use  of  a  "cafeteria"  set  of  16  problems  from  which  the  subjects  were  asked  to 
choose  any  5  to  answer.  In  individual  sessions,  which  were  tape  recorded,  the 
subjects  were  invited,  though  not  required,  to  talk  aloud  as  they  dealt  with  each 
problem.  The  results  pointed  to  distinct  differences  in  the  ways  in  which 
individuals  of  particular  styles  respond  to  problems. 

As  expected,  the  systematic  subjects  tended  to  be  very  concerned  with  getting 
into  a  problem  by  defining  how  to  solve  it.  They  were  conscious  of  their 
planning  and  often  commented  on  the  fact  that  there  were  other  specific  ways  of 
answering  the  problem. 

In  contrast,  the  intuitive  subjects  tended  to  jump  in,  try  something,  and  see 
where  it  led  them.  They  generally  showed  a  pattern  of  rapid  solution  testing, 
abandoning  lines  of  exploration  that  did  not  seem  profitable. 

More  important,  each  mode  of  response  was  effective  in  solving  different 
kinds  of  problems.  In  one  instance,  which  required  the  decoding  of  a  ciphered 
message,  the  intuitive  subjects  solved  the  problem — sometimes  in  a  dazzling 
fashion — while  none  of  the  systematics  were  able  to  do  so.  In  this  particular 
case,  there  seemed  to  be  a  pattern  among  the  intuitives:  a  random  testing  of 
ideas,  followed  by  a  necessary  incubation  period  in  which  the  implications  of 
these  tests  were  assimilated,  and  then  a  sudden  jump  to  the  answer. 

There  were  often  unexplained  shifts  in  the  reasoning  of  the  intuitives,  who 
were  also  much  more  likely  to  answer  the  problems  orally.  The  latter  tendency 
provided  some  confirmation  for  the  idea  that  intuitive  individuals  use  their  own 
talking  aloud  to  cue  their  activities  and  to  alert  themselves  to  possible  lines  of 
analysis. 

There  were  distinct  differences  in  the  problems  chosen  by  each  of  the  groups, 
and  their  ratings  of  which  problems  they  enjoyed  most  were  remarkably 
consistent.  The  systematics  preferred  program-type  problems,  while  the  intui- 
tives liked  open-ended  ones,  especially  those  that  required  ingenuity  or  opinion. 

The  overall  results  of  the  initial  experiments  provided  definite  evidence  to 
support  both  our  model  of  cognitive  style  and  the  classification  methods  we 
developed  through  the  main-sample  test  scores.  The  verbal  answers  in  particu- 
lar highlighted  the  degree  to  which  these  subjects  consistently  and  distinctively 
respond  to  problems.  There  seems  little  doubt  that,  in  these  extreme  cases  at 
least,  the  individual  maps  himself  onto  the  problem,  rather  than  matching  his 
behavior  to  the  constraints  and  demands  of  the  particular  task. 
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SECONDARY  SAMPLING 

In  another  set  of  tests,  again  using  the  main  sample  of  107  subjects,  we 
examined  the  relationship  between  cognitive  style  and  personality.  We  did  this 
through  comparisons  of  our  test  results  with  the  Myers-Briggs  scales  used  to 
classify  individuals  in  relation  to  Jungian  theories  of  psychological  type.4 

The  most  striking  result  of  our  experiment  was  that,  while  the  scores  on  the 
Myers-Briggs  scales  showed  virtually  no  correlation  with  absolute  performance 
on  our  tests,  there  was  a  relationship  between  cognitive  style  and  those  scales.  In 
particular,  the  systematic  subjects  were  very  likely  to  be  of  the  "thinking"  type 
and  the  intuitives  much  more  likely  to  be  at  the  other  end  of  the  scale,  "feeling." 
R.  O.  Mason  and  I.  I.  MitrofT  provide  a  useful  summary  of  the  difference 
between  the  thinking-feeling  types: 

A  Thinking  individual  is  the  type  who  relies  primarily  on  cognitive  processes.  His 
evaluations  tend  to  run  along  the  lines  of  abstract  true/false  judgments  and  are  based  on 
formal  systems  of  reasoning.  A  preference  for  Feeling,  on  the  other  hand,  implies  the 
type  of  individual  who  relies  primarily  on  affective  processes.  His  evaluations  tend  to  run 
along  personalistic  lines  of  good/bad,  pleasant/unpleasant,  and  like/dislike.  Thinking 
types  systematize;  feeling  types  take  moral  stands  and  are  interested  in  and  concerned 
with  moral  judgments.5 

We  found  a  more  modest  relationship  between  systematic  style  and  "introver- 
sion" and,  similarly,  between  intuitive  style  and  "extroversion."  Thus  our 
findings  mesh  well  with  Mason  and  MitrofT s  predictions  (they  did  not  report 
any  experimental  data)  about  psychological  type  and  information  systems. 

FINAL  STUDY 

A  year  after  the  first  two  sets  of  experiments,  we  examined  the  relationship 
between  style  and  career  choice,  using  a  sample  of  82  MBA  students.  The 
results  showed  consistent  differentiations  between  systematic  and  intuitive 
subjects.  We  compared  the  career  preferences  of  the  two  groups  and  also  looked 
at  the  test  scores  of  those  individuals  who  showed  strong  preference  for 
particular  careers. 

In  this  experiment,  the  systematic  students  were  attracted  to  administrative 
careers,  to  the  military,  and  to  occupations  involving  production,  planning, 

4.  See  Isabel  Briggs  Myers  and  Katharine  C.  Briggs,  "The  Myers-Briggs  Type  Indicator," 
Educational  Testing  Service,  Princeton,  New  Jersey,  1957. 

5.  "A  Program  for  Research  on  Management  Information  Systems,"  Management  Science, 
January  1973,  p.  475. 
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control,  and  supervision.  The  intuitive  group's  choices  centered  around  the  more 
open-ended  business  functions;  they  preferred  careers  in  psychology,  advertis- 
ing, library  science,  teaching,  and  the  arts. 

The  overall  result  of  the  three  sets  of  student  experiments  supports  the 
validity  of  our  conceptual  model  as  a  useful  and  insightful  framework  for 
examining  the  role  of  cognitive  processes  in  decision  making.  More  important, 
now  that  we  have  established  such  proof,  we  plan  to  extend  our  research  to  the 
study  of  business  managers  and  especially  to  model  builders  and  model  users. 


Analytic  Models 

One  of  our  major  conjectures,  which  partly  underlay  the  whole  development  of 
our  model,  has  been  that  computer  systems  in  general  are  designed  by 
systematic  individuals  for  systematic  users.  Although  management  science  has 
lost  its  early  tones  of  missionary  zeal,  of  bringing  "right"  thinking  to  the 
ignorant,  the  implementation  of  analytic  techniques  not  unreasonably  reflects 
the  scientist's  own  distinctive  approach  to  problem  solving. 

Model  building,  from  the  viewpoint  of  the  management  scientist,  involves 
making  the  causal  relationships  in  a  particular  situation  explicit  and  articulat- 
ing the  problem  until  he  gets  a  reasonably  predictive  model;  he  will  then 
generally  refine  that  model.  He  has  a  faith  in  his  own  plan  and  process,  and  his 
specialized  style  of  thinking  enables  him  to  literally  build  a  model,  shaping  ideas 
and  concepts  into  a  methodological  whole,  and  above  all  articulating  relation- 
ships that  the  manager  may  understand  but  may  not  be  able  to  make  explicit. 

The  management  scientist's  skill  is  indeed  a  specialized  one;  the  powerful 
organizing  and  systematizing  capacity  he  brings  to  model  building  is  his  special 
contribution.  But,  obviously,  that  can  be  a  vice  rather  than  a  virtue  in  specific 
situations.  What  Donald  F.  Heany  calls  the  "have  technique,  will  travel"6 
banner  really  amounts  to  the  rigorously  systematic  individual's  preference  for  a 
methodical  approach  to  all  problems  in  all  contexts. 

Fortunately,  there  are  many  systematic  managers.  Our  assumption  is  that 
most  general  managers  who  use  management  science  techniques  are  likely  to  be 
systematic  in  style.  The  techniques  match  their  own  innate  approach  to 
problems,  and  they  gravitate  to  occupations  that  are  suited  to  their  style. 

For  example,  since  inventory  control  is  a  task  that  can  be  systematized,  it  will 
attract  systematic  managers,  and  it  will  therefore  be  an  area  in  which  manage- 
ment science  techniques  will  find  fruitful  ground. 

6.  Sec  "Is  TIMS  Talking  to  Itself ?"  Management  Science,  December  1965,  p.  B-156. 


Exhibit  III  Classification  of  tasks  and  problems 


Information 
acquisition, 
perceptual 
process 

Known 


Unknown 


Information 
manipulation, 
conceptual 
process 


Known 


Unknown 


Planning, 
Type  1 


Invention, 
Type  3 


Intelligence- 
search, 
Type  2 


Research, 
Type  4 


However,  there  are  just  as  many  management  positions  not  filled  by 
systematic  thinkers.  For  example,  advertising,  which  is  not  so  easily  system- 
atized, will  attract  intuitive  people.  If  management  scientists  want  their 
techniques  used  in  these  more  loosely  structured  business  areas,  they  must  try 
both  to  make  their  models  less  awesome  to  the  intuitive  managers  they  will  be 
working  with  and  to  support  the  managers  in  their  decision-making  processes. 

This  requires  understanding  the  intuitive  approach  to  problem  solving  in 
general  and  developing  models  that  will  amplify  and  complement  that  ap- 
proach. 

CLASSES  OF  PROBLEMS 


We  have  found  it  useful  to  categorize  tasks — and  problems  in  general — in 
terms  of  the  problem  solver's  assessment  of  his  ability  to  first  recognize  and  then 
act  on  relevant  information.7  This  process  provides  four  basic  classes  of 
problems,  as  in  Exhibit  III. 

The  classes  are  easily  illustrated.  If,  for  example,  a  manager  encounters  a 
problem  of  inventory  control  in  which  he  feels  that  he  knows  both  what  data  are 
relevant  and  what  mental  operations  and  analysis  are  required  to  deal  with  that 
data,  the  problem  is  one  of  planning  (Type  I  in  Exhibit  III).  His  whole  effort 
then  involves  merely  arranging  the  data  into  a  form  that  can  be  used  as  input  to 
a  defined  sequence  of  evaluation. 

Another  class  of  problem  (Type  2)  exists  when  the  required  operations  and 

7.  See  James  L.  McKenney,  "A  Taxonomy  of  Problem  Solving,"  working  paper,  Harvard 
Business  School,  1973. 
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methods  are  known,  but  the  data  involved  are  not.  Price  forecasting  in  complex 
markets  is  an  example  of  this  situation.  Before  a  forecast  can  be  made,  a  mass  of 
data  on  economic,  price,  and  market  variables  must  be  organized  and  sifted. 
Once  this  has  been  done,  the  forecasting  procedure  is  simple. 

A  very  different  state  of  affairs  exists  when  the  individual  understands  the 
data  but  does  not  know  how  to  manipulate  them.  Many  production-scheduling 
problems  fall  into  this  class,  invention  (Type  3).  The  relevant  data  are  known 
and  the  problem  consists  of  finding  a  way  to  achieve  the  desired  end. 

The  last  class  of  problem,  research  (Type  4),  exists  when  both  information 
and  operations  are  unknown.  In  this  situation,  there  is  a  conscious  search  for 
cues  and  a  generation  of  explanatory  concepts,  together  with  the  development  of 
a  method  for  manipulating  the  data  thus  organized.  The  development  of  new 
products  is  a  typical  research  problem. 

SPECIALIZED  STYLES 

Many  management  science  projects  start  as  research.  For  example,  modeling 
a  complex  environment  such  as  the  housing  market  in  order  to  make  industry  or 
demand  forecasts  generally  requires  a  complicated  first  step  in  which  two  areas 
of  the  problem  are  worked  on  in  parallel:  (1)  the  generation  of  concepts  to 
"explain"  reality  and  identify  the  most  relevant  variables,  and  (2)  the  definition 
of  the  outputs,  aims,  and  implementation  of  the  model. 

Systematic  individual 

In  our  cafeteria  experiment,  the  one  problem  rated  most  enjoyable  by  well 
over  half  the  systematic  group  was  a  basic  planning  task.  The  systematic 
management  scientist  can  often  take  a  research  problem  and  shift  it  to  one  of 
planning.  The  methodological  formalization  he  provides  helps  translate  un- 
known states  of  perception  and  conception  into  known  ones. 

However,  there  is  sometimes  the  danger  that  he  will  force  the  translation;  he 
may  insist  on  some  objective  function  that  does  not  really  fit  the  situation,  partly 
because  his  preference  for  planning  leaves  him  unwilling  to  accept  "unknown" 
states.  He  needs  to  make  the  implicit  explicit. 

Intuitive  manager 

Just  as  the  systematic  management  scientist's  specialized  style  of  thinking 
provides  very  definite  strengths  in  specialized  tasks,  so  too  does  the  intuitive 
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manager's.  It  is  important  to  again  stress  that  the  intuitive  mode  is  not  sloppy  or 
loose;  it  seems  to  have  an  underlying  discipline  at  least  as  coherent  as  the 
systematic  mode,  but  is  less  apparent  because  it  is  largely  unverbalized. 

There  are  many  situations  where  the  volume  of  information,  the  lack  of 
structure  in  the  task,  and  the  uncertainty  of  the  environment  defy  planning  and 
programming.  In  such  situations  the  intuitive  manager's  style  can  be  highly 
effective. 

For  example,  there  is  no  way  for  any  manager  to  systematically  forecast 
consumer  tastes  for  furniture  styles.  He  can,  however,  build  a  set  of  cues  and 
flexible  premises  that  may  alert  him  to  shifts  in  taste.  He  may  also  use  the  rapid 
scanning  and  testing  (the  main  characteristic  of  the  intuitive)  for  a  sense  of  fit 
among  disparate  items  of  information.  More  important,  he  need  never  make  his 
concepts  and  methods  explicit. 

Unlike  the  model  builder,  the  intuitive  manager  can  act  without  making  any 
conscious  articulation  of  his  premises.  An  amusing  instance  of  this  fact  occurred 
in  many  of  the  early  efforts  to  use  process-control  computers  in  paper  making. 
The  computer  experts  "knew"  that  paper  makers  knew  how  to  make  paper;  the 
experts'  only  problem  was  articulating  the  decision  processes  that  the  paper 
makers  used,  which  turned  out  to  depend  mainly  upon  the  operators'  "tasting 
the  broth"  and  controlling  the  paper  flow. 

For  a  long  time,  this  well-established  and  highly  effective  human  decision 
process  defied  conversion  into  formal  and  explicit  terms.  The  operators  were  not 
too  helpful.  They  "knew"  what  worked;  they  had  built  up  out  of  their 
experience  a  clear  but  not  conscious  sense  of  the  process,  but  this  sense  often 
varied  with  the  individual.  Thus,  when  a  shift  changed,  the  new  crew  chief,  for 
example,  might  reset  the  valves  and  modify  the  whole  operation,  asserting  that 
the  changes  were  needed  because  of  the  time  of  day.  There  was  no  articulated 
set  of  concepts  or  methods  by  which  this  assertion  could  even  be  tested. 

The  decision  makers  here — and  they  merit  the  term,  since  controlling  the 
paper-making  process  is  a  constant  series  of  evaluations,  assessments,  and 
actions — were  able  to  act  efficiently  even  though  they  could  not  articulate  their 
own  procedures.  This  lack  of  articulation  became  a  problem  only  when  it  was 
necessary  for  the  computer  experts  to  build  a  model  of  that  process. 

APPROACH  DIFFERENCES 

Systematic  and  intuitive  individuals  often  treat  the  same  project  as  two  entirely 
different  problems.  The  systematic  management  scientist  may  try  to  structure 
the  problem  to  reduce  the  unknowns  and  to  define  very  explicitly  all  the 
constraints  in  the  situation.   He  aims  at  a  model  that  is  complete  and  has 
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predictive  power,  which  he  can  then  improve  and  refine.  That,  essentially,  is 
how  he  regards  problem  solving. 

However,  consciously  or  not,  the  intuitive  manager  is  most  concerned  with 
using  the  model  to  give  him  a  better  sense  of  the  problem.  He  focuses  on  and 
enjoys  playing  with  the  unknowns  until  he  gets  a  feeling  for  the  necessary  steps 
for  completion.  Then  he  is  ready  to  delegate  the  process  of  dealing  with  the 
problem  to  some  individual  in  his  organization  who  can  systematically  handle  it 
in  a  more  routine  fashion. 

The  intuitive  manager  may  also  approach  a  task  for  which  a  model  is  to  be 
built  not  with  a  need  to  understand  the  analytic  process  but  with  a  desire  to 
discover  what  he  can  trust  in  order  to  make  useful  predictions.  This  can  be  of 
value  to  the  systematic  scientist,  in  that,  if  he  can  build  a  model  which  "works," 
the  manager  may  well  be  ready  to  use  it  even  though  he  does  not  understand  it. 

The  central  issue,  however,  is  the  validation  of  the  model.  The  scientist 
validates  his  model  formally  and  methodologically;  he  can  test  it  in  relation  to 
known  inputs  and  outputs.  In  general,  he  will  have  faith  in  his  plan  and  in  his 
own  systematic  process.  The  manager  will  validate  the  model  experientially  and 
test  it  against  some  of  his  own  concepts  and  expectations.  He  places  much  less 
faith  in  external  "authority." 


Recommendations  for  Action 

If  our  line  of  argument  is  valid,  it  is  clear  that  the  solution  to  the  difficulties 
intuitive  managers  and  systematic  management  scientists  have  in  working 
together  will  not  be  obtained  by  trying  to  blur  the  differences.  The  intuitive 
manager  may  learn  what  network  optimization  is,  but  that  is  unlikely  to  make 
him  think  in  the  same  systematic  mode  as  the  management  scientist,  who,  in 
turn,  is  unlikely  to  develop  intuitive  responses  through  any  form  of  education. 

(This  is  not  to  assert  that  cognitive  style  is  fixed,  but  to  reinforce  the  point 
that  individuals  with  very  distinctive  styles  in  specialized  areas  of  activity  have 
strengths  that  are  directly  related  to  their  styles.  It  seems  unlikely  that  the 
cognitive  specialist  will  change  easily — or  that  he  should  do  so  in  any  case.) 

The  real  solution  seems  to  lie  in  two  areas:  (1)  in  defining  the  model's  role 
within  the  larger  decision-making  process  of  the  particular  situation,  and  (2)  in 
determining  how  to  validate  the  model. 

From  this,  the  manager  and  scientist  together  can  better  control  both  the 
process  of  building  the  model  structure  and  their  mutual  expectations  and 
actions.  At  the  root  of  both  these  areas  of  concern  is  the  whole  question  of  trust 
and  communication,  less  in  the  interpersonal  than  in  the  cognitive  sense. 
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ROLE  DEFINITION 

The  management  scientist's  role  can  be  one  of  either  product  or  service.  It  is 
important  that  he  decide  which  it  is  in  a  particular  situation. 

On  the  one  hand,  if  his  model  will  mainly  help  clarify  a  manager's  sense  of 
the  issues  and  options,  then  there  is  no  point  in  the  scientist's  trying  to  provide  a 
meticulous  and  complex  simulation.  The  manager  does  not  intend  to  use  the 
model  as  the  basis  for  any  decision.  In  fact,  the  model  may  simply  help  him 
decide  what  the  problem  is  and  can  then  be  thrown  away. 

On  the  other  hand,  the  manager  may  need  a  product  rather  than  a  service;  for 
example,  a  financial  forecasting  model,  once  validated,  may  be  used  by  a 
manager  as  the  main  basis  for  ongoing  decisions. 

The  degree  and  direction  of  the  scientist's  efforts  will  be  very  different, 
depending  on  how  he  perceives  the  manager's  needs  in  the  situation.  The 
scientist  can  only  identify  those  needs  by  asking  questions:  How  does  this 
manager  approach  problems?  How  does  he  define  his  problem,  given  the  four 
different  classifications  in  Exhibit  III?  Does  he  want  the  model  to  further  his 
own  learning  or  to  help  him  make  a  specific  decision? 

The  answer  to  each  question  has  distinct  consequences.  For  example,  if  the 
manager's  response  to  problems  is  systematic,  the  model  should  explicitly  reflect 
this  fact.  The  scientist  should  explain  to  him  the  underlying  assumptions  as  to 
method;  the  two  can  afford  to  invest  substantial  time  and  discussion  on  how  to 
deal  with  the  problem.  Here,  the  manager  is  essentially  looking  for  a  technique 
and  the  scientist  is  the  expert,  with  a  catalog  of  methods. 

However,  if  the  manager  is  intuitive  in  style,  the  scientist  should  recognize 
that  the  model  must  allow  the  manager  to  range  over  alternatives  and  test 
solutions  in  the  fashion  that  fits  his  natural  mode  of  problem  solving. 

In  this  context,  J.  W.  Botkin  has  used  the  paradigm  of  cognitive  style  in 
designing  an  interactive  computer  system  for  intuitive  subjects.8  He  has  identi- 
fied five  necessary  features  for  such  a  model: 

1.  The  user  should  have  the  ability  to  create  an  arbitrary  order  of  processing; 
the  system  should  not  impose  a  "logical"  or  step-by-step  sequence  on  him.  In 
Botkin's  words,  "This  lack  of  set  sequence  allows  the  intuitive  user  to  follow  his 
instinct  for  developing  his  ill-defined  information  plan  directly  from  environ- 
mental cues." 

2.  The  user  should  be  able  to  define,  explore,  and  play  out  "scenarios"  that 
may  either  generate  cues  or  test  solutions. 

3.  The  user  should  be  able  to  shift  between  levels  of  detail  and  generality. 

8. "An  Intuitive  Computer  System:  A  Cognitive  Approach  to  the  Management  Learning 
Process,"  unpublished  doctoral  dissertation,  Harvard  Business  School,  1973. 
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4.  The  user  should  have  some  control  over  the  forms  of  output  and  should  be 
able  to  choose  visual,  verbal,  and  numeric  displays  at  varying  levels  of  detail. 

5.  The  user  should  be  able  to  extend  his  programming,  providing  input  in  an 
irregular  and  unspecific  form  (i.e.,  he  should  be  able  to  provide  commands  such 
as,  "Repeat  the  last  step,  increasing  X  by  10%"). 

Botkin's  experiment  showed  fairly  clearly  that  intuitive  and  systematic 
subjects  used  his  model  in  greatly  differing  ways.  The  differences  corresponded 
on  the  whole  to  those  found  in  our  cafeteria  experiment.  The  intuitive  group 
seemed  to  learn  from  the  system  and  to  enjoy  using  it  as  much  as  the  systematic 
group. 

Even  though  Botkin's  model  was  a  special  case,  his  results  suggest  that  an 
effort  on  the  part  of  the  model  builder  to  consider  how  the  manager  will  use  the 
model — in  terms  of  process  rather  than  output — will  provide  large  dividends. 

Here  again,  there  is  a  distinction  between  service  and  product.  Where  the 
manager  is  most  concerned  with  the  recommendations  he  can  derive  from  the 
model,  the  sort  of  cognitive  amplifiers  Botkin  provides  are  unnecessary.  How- 
ever, where  the  manager  wants  the  model  to  help  him  clarify  his  own 
understanding  of  the  situation,  it  may  well  be  essential  to  build  them  into  the 
formal  structure  of  the  model. 

Thus  the  management  scientist  needs  to  consider  what  a  "good"  model  is.  For 
himself,  goodness  is  largely  a  quality  of  predictive  power  and  technical  elegance. 
For  the  manager,  it  is  more  a  concern  of  compatibility  and  comfort — that  is,  the 
fit  between  how  he  approaches  the  problem  and  how  the  model  allows  him  to  do 
so. 

MODEL  VALIDATION 

Perhaps  even  more  important  than  either  recognizing  the  relevance  of  the  user's 
own  problem-solving  process  or  determining  how  that  person  will  use  the  model 
is  the  whole  question  of  trust.  Often,  the  manager  does  not  get  involved  in  the 
model  itself;  he  simply  asks  for  the  outputs.  He  may  well  wish  to  validate  the 
model  by  testing  out  some  scenarios  for  which  he  has  some  expectations  of  the 
outcome. 

However,  John  S.  Hammond  suggests  that  the  model  builder  should  recog- 
nize that  in  a  large  and  complex  model  the  user  will  have  neither  the  desire  nor 
the  ability  to  understand  its  mechanics.  The  designer  must,  therefore,  provide 
the  user  with  some  other  way  of  testing  out — of  building  trust  in — the  model. 
Hammond  recommends,  therefore,  that  the  management  scientist  should  aim 

...  to  get  something  simple  and  useful  up  and  running  as  soon  as  possible.  By 
skillfully  manipulating  the  resultant  model,  the  management  scientist  should  be  able  to 
obtain  results  that  will  give  great  insights  about  the  problem,  its  nature,  and  its 
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alternatives  to  the  manager.  These  insights  should  cue  the  mind  of  the  manager  and 
cause  him  to  perceive  the  problems  and  alternatives  differently,  which  will  in  turn  affect 
the  priorities  and  direction  of  the  management  science  effort. . . . 

Thus  the  management  scientist,  too,  will  learn  about  the  nature  of  the  problem  and 
also  about  the  nature  of  the  manager's  perception  of  it.9 

This  recommendation  seems  particularly  relevant  in  cases  where  the  manag- 
er's cognitive  style  is  highly  intuitive.  For  relatively  little  effort  and  minimal 
commitment  to  a  particular  definition  and  design,  the  manager  can  obtain  the 
initial  exploration  and  trial  testing  that  may  enable  him  to  articulate  his 
assessments  of  the  problem — or,  better,  that  may  enable  the  scientist  to  deduce 
them  for  him. 

Our  recommendations  are  fairly  modest.  Essentially,  they  argue  that  if  both 
manager  and  scientist  alike  will  look  at  the  process  instead  of  the  output  the 
techniques  will  look  after  themselves.  It  seems  of  central  importance  for  the 
manager  and  scientist  to  recognize  that  each  has  a  distinctive  style  of  problem 
solving,  and  that  each  should  accept  the  other's  difference. 

If  the  management  scientist  can  anticipate  the  fact  that  the  manager  may  not 
use  in  his  decision-making  process  the  conscious  planning  that  is  so  natural  for 
the  scientist  himself,  he  will  be  less  likely  to  assume  that  the  manager's 
reluctantly  given  statement  of  what  the  problem  is  has  any  permanent  force. 
The  intuitive  manager  can  recognize  a  good  plan,  if  he  can  validate  it  at  some 
point  on  his  own  terms;  the  scientist's  responsibility  is  to  provide  the  plan  and 
also  the  validation. 

The  manager's  responsibility  is  to  make  very  clear,  first  to  himself  and  then 
to  the  scientist,  what  he  wants  the  model  to  do  and  to  be.  If  he  asks  for  an 
optimization  program  for  a  facilities  planning  project,  he  should  decide  well  in 
advance  what  he  will  do  with  the  results.  If  he  knows  that  he  will  not  make  his 
decision  on  the  basis  of  the  model's  output,  he  should  make  sure  that  the  design 
process  and  the  model  structure  allow  him  to  use  the  model  to  amplify  his  own 
thinking. 

The  intuitive  manager  is  very  happy  to  relinquish  the  mechanics  of  formal 
analytic  techniques  to  the  expert,  but  only  after  he  has  developed  confidence  and 
trust  in  that  expert.  It  is  in  this  sense  that  the  common  recommendation  of 
educating  the  manager  in  quantitative  skills  seems  so  inadequate.  The  intuitive 
manager  will  learn  to  make  use  of  these  skills  supplied  by  others;  but  this 
learning  is  internal,  experiential,  and  informal. 

More  than  anything,  the  manager  needs  to  learn  how  to  tell  a  good  model 
from  a  bad  one.  For  him,  a  good  model  is  one  that  he  can,  by  testing  his  own 

9.  "The  Roles  of  the  Manager  and  Analyst  in  Successful  Implementation,"  paper  presented  to 
the  XX  International  Meeting  of  the  Institute  of  Management  Sciences,  Tel  Aviv,  Israel,  1973. 
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scenarios,  make  sense  of.  However  sloppy  this  may  seem  to  the  systematic 
scientist,  his  model  will  be  used  only  if  it  allows  the  manager  to  make  such  tests 
or  if  the  process  of  designing  it  has  done  so  on  a  more  ongoing  basis. 


Concluding  Note 

People  in  general  tend  to  assume  that  there  is  some  "right"  way  of  solving 
problems.  Formal  logic,  for  example,  is  regarded  as  a  correct  approach  to 
thinking,  but  thinking  is  always  a  compromise  between  the  demands  of 
comprehensiveness,  speed,  and  accuracy.  There  is  no  best  way  of  thinking.  If  the 
manager  and  the  management  scientist  can  recognize  first  that  each  has  a 
different  cognitive  style,  and  thus  a  different  way  of  solving  the  same  problem, 
then  their  dialogue  seems  more  likely  to  bear  fruit. 

Our  model  of  cognitive  style  is  not  necessarily  either  complete  or  precise.  We 
suggest,  however,  that  it  does  provide  a  useful  way  of  focusing  on  the 
implementation  of  analytic  models  for  decision  making  and  of  developing 
strategies  of  action  that  are  much  more  likely  to  succeed  than  those  based  on 
concepts  of  technique,  education,  and  salesmanship. 


4. 


The  Fateful  Process  of  Mr.  A  Talking  to  Mr.  B 

Wendell  Johnson 


Just  as  many  successful  executives  adopt  Murphy's  law  and  assume  that  if  something  can 
go  wrong  it  will,  so  the  author  of  this  article  suggests  wise  managers  will  expect  to  be 
misunderstood.  A  manager's  success  in  anticipating  what  misunderstandings  will  arise 
has  much  to  do  with  his  success  in  working  with  people.  From  this  revealing  analysis  of 
the  process  of  communication — and  the  difficulties  and  disorders  that  beset  it — business- 
men will  derive  many  ideas  that  should  be  of  help  not  only  in  speaking  with  subordinates 
but  in  drafting  letters,  press  releases,  directions,  and  so  forth.  A  key  part  of  the  process  is 
an  acceptance  that  speaking  and  listening  is  a  deceptively  simple  affair,  that  few  of  us  do 
well. 


It  is  a  source  of  never-ending  astonishment  to  me  that  there  are  so  few  men  who 
possess  in  high  degree  the  peculiar  pattern  of  abilities  required  for  administra- 
tive success.  There  are  hundreds  who  can  "meet  people  well"  for  every  one  who 
can  gain  the  confidence,  goodwill,  and  deep  esteem  of  his  fellows.  There  are 
thousands  who  can  speak  fluently  and  pleasantly  for  every  one  who  can  make 
statements  of  clear  significance.  There  are  tens  of  thousands  who  are  cunning 
and  clever  for  every  one  who  is  wise  and  creative. 

Why  is  this  so?  The  two  stock  answers  which  I  have  heard  so  often  in  so 
many  different  contexts  are:  (1)  administrators  are  born,  and  (2)  administrators 
are  made. 

The  trouble  with  the  first  explanation — entirely  apart  from  the  fact  that  it 
contradicts  the  second — is  that  those  who  insist  that  only  God  can  make  a 
chairman  of  the  board  usually  think  themselves  into  unimaginative  acceptance 
of  men  as  they  find  them.  Hence  any  attempt  at  improving  men  for  leadership  is 
automatically  ruled  out. 

Meanwhile,  those  who  contend  that  administrators  can  be  tailor-made  are  far 
from  omniscient  in  their  varied  approaches  to  the  practical  job  of  transforming 
bright  young  men  into  the  inspired  leaders  without  which  our  national  economy 
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could  not  long  survive.  Nevertheless,  it  is  in  the  self-acknowledged  but  earnest 
fumblings  of  those  who  would  seek  out  and  train  our  future  executives  and 
administrators  that  we  may  find  our  finest  hopes  and  possibilities. 

This  article  does  not  propose  to  wrap  up  the  problem  of  what  will  make  men 
better  administrators.  Such  an  attempt  would  be  presumptuous  and  foolhardy 
on  anyone's  part;  there  are  too  many  side  issues,  too  many  far-reaching 
ramifications.  Rather,  this  is  simply  an  exploration  into  one  of  the  relatively 
uncharted  areas  of  the  subject,  made  with  the  thought  that  the  observations 
presented  may  help  others  to  find  their  way  a  little  better.  At  the  same  time,  the 
objective  of  our  exploration  can  perhaps  be  described  as  an  oasis  of  insight  in 
what  otherwise  is  a  rather  frightening  expanse  of  doubt  and  confusion. 

The  ability  to  respond  to  and  with  symbols  would  seem  to  be  the  single  most 
important  attribute  of  great  administrators.  Adroitness  in  reading  and  listening, 
in  speaking  and  writing,  in  figuring,  in  drawing  designs  and  diagrams,  in 
smoothing  the  skin  to  conceal  and  wrinkling  it  to  express  inner  feelings,  and  in 
making  the  pictures  inside  the  head  by  means  of  which  thinking,  imagining, 
pondering,  and  evaluating  are  carried  on — these  are  the  fundamental  skills 
without  which  no  man  may  adequately  exercise  administrative  responsibilities. 

Many  of  the  more  significant  aspects  of  these  administrative  prerequisites 
may  be  brought  into  focus  by  means  of  a  consideration  of  what  is  probably  the 
most  fateful  of  all  human  functions,  and  certainly  the  one  function  indispensable 
to  our  economic  life:  communication.  So  let  us  go  on,  now,  to  look  at  the  process 
of  communication  and  to  try  to  understand  the  difficulties  and  disorders  that 
beset  us  in  our  efforts  to  communicate  with  one  another. 


The  Process  Diagrammed 

Several  years  ago  I  spent  five  weeks  as  a  member  of  a  group  of  university 
professors  who  had  the  job  of  setting  up  a  project  concerned  with  the  study  of 
speech.  In  the  course  of  this  academic  exploring  party  we  spent  a  major  part  of 
our  time  talking — or  at  least  making  noises — about  "communication."  By  the 
second  or  third  day  it  had  become  plain,  and  each  day  thereafter  it  became 
plainer,  that  we  had  no  common  and  clear  notion  of  just  what  the  word 
"communication"  meant. 

After  several  days  of  deepening  bewilderment,  I  recalled  an  old  saying:  "If 
you  can't  diagram  it,  you  don't  understand  it."  The  next  day  I  made  a  modest 
attempt  to  bring  order  out  of  the  chaos — for  myself,  at  least — by  drawing  on  the 
blackboard  a  simple  diagram  representing  what  seemed  to  me  to  be  the  main 
steps  in  the  curious  process  of  Mr.  A  talking  to  Mr.  B.  Then  I  tried  to  discuss 


Exhibit  I  The  process  of  communication 


Key:  Stage  1,  event,  or  source  of  stimulation,  external  to  the  sensory  end  organs  of  the  speaker; 
Stage  2,  sensory  stimulation;  Stage  3,  preverbal  neurophysiological  state;  Stage  4,  transformation  of 
preverbal  into  symbolic  forms;  Stage  5,  verbal  formulations  in  "final  draft"  for  overt  expression;  Stage  1', 
transformation  of  verbal  formulations  into  (a)  air  waves  and  (b)  light  waves,  which  serve  as  sources  of 
stimulation  for  the  listener  (who  may  be  either  the  speaker  himself  or  another  person);  Stages  2'  through 
1"  correspond,  in  the  listener,  to  Stages  2  through  1'.  The  arrowed  loops  represent  the  functional 
interrelationships  of  the  stages  in  the  process  as  a  whole. 


communication  by  describing  what  goes  on  at  each  step — and  what  might  go 
wrong.  Since  sketching  that  first  diagram  on  the  blackboard  eight  or  nine  years 
ago,  I  have  refined  and  elaborated  it,  and  I  have  tried  from  time  to  time,  as  I 
shall  again  here,  to  discuss  the  process  of  communication  in  terms  of  it  (see 
Exhibit  7).1 


Inside  Mr.  A 


What  appears  to  take  place  when  Mr.  A  talks  to  Mr.  B  is  that  first  of  all,  at 
Stage  1,  some  event  occurs  which  is  external  to  Mr.  A's  eyes,  ears,  taste  buds,  or 
other  sensory  organs.  This  event  arouses  the  sensory  stimulation  that  occurs  at 
Stage  2.  The  broken  lines  are  intended  to  represent  the  fact  that  the  process  of 
communication  takes  place  in  a  "field  of  reality,"  a  context  of  energy  manifesta- 
tions external  to  the  communication  process  and  in  major  part  external  to  both 
the  speaker  and  the  listener. 

The  importance  of  this  fact  is  evident  in  relation  to  Stage  2  (or  Stage  2').  The 
small  size  of  the  "opening"  to  Stage  2  in  relation  to  the  magnitude  of  the 
"channel"  of  Stage  1  represents  the  fact  that  our  sensory  receptors  are  capable 

1.  The  diagram  reproduced  here  is  reproduced  from  my  article  "The  Spoken  Word  and  the 
Great  Unsaid,"  Quarterly  Journal  of  Speech,  December  1951,  pp.  419-429.  Used  by  permission. 
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of  responding  only  to  relatively  small  segments  of  the  total  ranges  of  energy 
radiations. 


SENSORY  LIMITATIONS 

The  wave  lengths  to  which  the  eye  responds  are  but  a  small  part  of  the  total 
spectrum  of  such  wave  lengths.  We  register  as  sound  only  a  narrow  band  of  the 
full  range  of  air  vibrations.  Noiseless  dog  whistles,  "electronic  eyes,"  and  radar 
mechanisms — to  say  nothing  of  homing  pigeons — underscore  the  primitive 
character  of  man's  sensory  equipment.  Indeed,  we  seem  little  more  than  barely 
capable  of  tasting  and  smelling,  and  the  narrowness  of  the  temperature  range 
we  can  tolerate  is  downright  sobering  to  anyone  dispassionately  concerned  with 
the  efficiency  of  survival  mechanisms. 

The  situation  with  regard  to  the  normal  individual  may  appear  to  be 
sufficiently  dismal;  let  us  not  forget,  however,  how  few  of  us  are  wholly  normal 
in  sensory  acuity.  We  are  familiar  with  the  blind  and  partially  sighted,  the  deaf 
and  hard  of  hearing;  we  notice  less  the  equally  if  not  more  numerous  individuals 
who  cannot  taste  the  difference  between  peaches  and  strawberries,  who  cannot 
smell  a  distraught  civet  cat  or  feel  a  fly  bite. 

All  in  all,  the  degree  to  which  we  can  know  directly,  through  sensory  avenues, 
the  world  outside  (and  this  includes  the  world  outside  the  sensory  receptors  but 
inside  the  body)  is  impressively  restricted. 

Any  speaker  is  correspondingly  limited  in  his  physical  ability  to  know  what 
he  is  talking  about.  Relatively  sophisticated  listeners  are  likely  to  judge  a 
speaker's  dependability  as  a  communicating  agent  by  the  degree  to  which  he 
discloses  his  awareness  of  this  limitation.  The  executive  who  demonstrates  a 
realistic  awareness  of  his  own  ignorance  will  in  the  long  run  acquire  among  his 
peers  and  subordinates  a  far  better  reputation  for  good  judgment  than  the  one 
who  reveals  his  limitations  by  refusing  to  acknowledge  them. 

PREVERBAL  STATE 

Once  a  sensory  receptor  has  been  stimulated,  nerve  currents  travel  quickly  into 
the  spinal  cord  and  normally  up  through  the  base  of  the  brain  to  the  higher 
reaches  of  the  cortex,  out  again  along  return  tracts  to  the  muscles  and  glands. 
The  contractions  and  secretions  they  cause  bring  about  new  sensory  stimula- 
tions, which  are  "fed  back"  into  the  cord  and  brain  and  effect  still  further 
changes.  The  resulting  reverberations  of  stimulation  and  response  define  what 
we  may  call  a  preverbal  state  of  affairs  within  the  organism.  This  state  is 
represented  at  Stage  3  of  the  diagram. 

Two  statements  about  this  preverbal  state  are  fundamental:  (1)  we  need  to 
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realize  that  our  direct  knowledge  of  this  state  is  slight;  (2)  at  the  same  time  we 
are  justified  in  assuming  that  it  does  occur. 

No  one  has  ever  trudged  through  the  spinal  cord  and  brain  with  gun  and 
camera,  at  least  not  while  the  owner  of  those  organs  was  alive.  Nevertheless,  we 
are  reasonably  sure  of  certain  facts  about  the  nervous  system.  Observations  have 
been  reported  by  neurosurgeons,  electroencephalographers,  nerve  physiologists, 
and  anatomists.  Thousands  of  laboratory  animals  have  been  sacrificed  on  the 
altars  of  scientific  inquiry.  We  know  that  there  are  nerve  currents  and  that  they 
travel  at  known  rates  of  speed,  exhibit  certain  electrical  properties,  and  are 
functionally  related  to  specified  kinds  and  loci  of  stimulation  and  to  specified 
kinds  and  loci  of  response. 

Thus,  though  our  factual  information  is  meager  as  yet,  certainly  it  is 
sufficient  to  demonstrate  that  the  nervous  system  is  not  merely  a  hypothetical 
construct.  We  can  say  with  practical  assurance  that  stimulation  of  our  sensory 
end  organs  is  normally  followed  by  the  transmission  of  nerve  currents  into  the 
central  nervous  system,  with  a  consequent  reverberation  effect,  as  described 
above,  and  the  resulting  state  of  affairs  within  the  organism. 

Two  specific  observations  about  this  state  of  affairs  are  crucial:  (1)  it  is  truly 
preverbal,  or  silent;  (2)  it  is  this  noiseless  bodily  state  that  gets  transformed  into 
words  (or  other  symbols).  Therefore — and  these  next  few  words  should  be  read 
at  a  snail's  pace  and  pondered  long  and  fretfully — besides  talking  always  to 
ourselves  (although  others  may  be  listening  more  or  less  too),  and  whatever  else 
we  may  also  be  striving  to  symbolize,  we  inevitably  talk  about  ourselves. 

THE  INDIVIDUAL'S  FILTER 

What  the  speaker — whether  he  be  a  junior  executive  or  the  general  manager — 
directly  symbolizes,  what  he  turns  into  words,  are  physiological  or  electrochemi- 
cal goings-on  inside  his  own  body.  His  organism,  in  this  sense,  operates 
constantly  as  a  kind  of  filter  through  which  facts  (in  the  sense  of  things  that 
arouse  sensory  impulses)  must  pass  before  they  can  become  known  to  him  and 
before  they  can  be  communicated  by  him  to  others  in  some  symbolic  form,  such 
as  standard  English  speech. 

It  follows,  to  present  a  single,  seemingly  trivial,  but  quite  representative 
example,  that  when  the  junior  executive  says  to  the  general  manager,  "It's 
certainly  a  fine  day;"  he  is  exhibiting  an  elaborate  variety  of  confusion;  indeed, 
he  appears  literally  not  to  know  what  he  is  talking  about.  In  the  meantime,  he  is 
talking  about  himself — or  at  least  about  the  weather  only  as  "filtered"  by 
himself.  He  is  symbolizing  an  inner  state,  first  of  all.  In  this  he  is  the  brother  of 
all  of  us  who  speak. 
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I  do  not  mean  to  imply  that  we  talk  solely  about  our  inner  states.  We  often 
talk  about  the  world  outside;  but  when  we  do,  we  filter  it  through  our  inner 
states.  To  the  degree  that  our  individual  filters  are  standardized  and  alike,  we 
will  agree  in  the  statements  we  make  about  the  world  outside — allowing,  of 
course,  for  differences  in  time,  place,  observational  set,  equipment,  sensory 
acuity,  perceptive  skill,  and  manner  of  making  verbal  reports. 

The  existence  of  the  filter  at  Stage  3  of  the  process  of  communication  is  the 
basic  fact.  We  may  differ  in  our  manner  of  appreciating  and  interpreting  the 
significance  of  the  filter,  and  in  so  doing  make  ourselves  interesting  to  each 
other.  But  when  the  administrator — when  anyone  at  all — simply  never  learns 
that  the  filter  is  there,  or  forgets  or  disregards  it,  he  becomes,  as  a  speaker,  a 
threat  to  his  own  sanity  and  a  potential  or  actual  menace  in  a  public  sense. 

SELF-PROJECTION 

Because  the  filter  is  there  in  each  of  us,  self-projection  is  a  basic  bodily  process 
that  operates  not  only  in  all  our  speaking  but  in  other  kinds  of  communicative 
behavior.  To  claim  to  speak  literally,  then,  a  person  must  always  say  "as  I  see 
it,"  or  "as  I  interpret  the  facts,"  or  "as  I  filter  the  world"  if  you  please,  or 
simply  "to  me." 

An  administrator  whose  language  becomes  too  "is"-y  tends  to  persuade 
himself  that  what  he  says  the  facts  are  is  the  same  thing  as  the  facts,  and  under 
the  numbing  spell  of  this  illusion  he  may  become  quite  incapable  of  evaluating 
his  own  judgments.  If  he  is  aware  of  projection,  he  must  make  clear,  first  of  all 
to  himself,  that  he  is  not  speaking  about  reality  in  some  utterly  impersonal  or 
disembodied  and  "revealed"  sense,  but  only  about  reality  as  the  prism  of  his 
own  nervous  system  projects  it  upon  the  gray  screen  of  his  own  language — and 
he  must  realize  that  this  projection,  however  trustworthy  or  untrustworthy, 
must  still  be  received,  filtered,  and  reprojected  by  each  of  his  listeners. 

Sufficient  contemplation  of  this  curious  engineering  scheme  renders  one 
sensitive  to  the  hazards  involved  in  its  use.  As  with  any  other  possibility  of 
miracle,  one  is  well  advised  not  to  expect  too  much  of  it. 

PATTERNS  AND  SYMBOLS 

Stage  4,  the  first  stage  of  symbolization,  is  represented  in  our  diagram  as  a  great 
enlargement  in  the  tunnel  through  which  "the  world"  passes  from  Stage  1  to 
Stage  r.  The  words  ultimately  selected  for  utterance  (at  Stage  5)  are  a  very 
small  part  of  the  lush  abundance  of  possible  verbalizations  from  which  they  are 
abstracted.  Moreover,  the  bulge  is  intended  to  suggest  that  the  state  of  affairs  at 
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Stage  3  becomes  in  a  peculiarly  human  way  much  more  significant  by  virtue  of 
its  symbolization  at  Stage  4. 

At  Stage  4  the  individual's  symbolic  system  and  the  pattern  of  evaluation 
reflected  in  its  use  come  into  play.  The  evaluative  processes  represented  at  this 
stage  have  been  the  object  of  much  and  varied  study  and  speculation: 

Freud  Here,  it  would  appear,  was  the  location  of  Freud's  chief  preoccupations,  as  he 
attempted  to  explain  them  in  terms  of  the  so-called  unconscious  depths  of  the  person,  the 
struggle  between  the  Id  and  the  Super-Ego  from  which  the  Ego  evolves,  the  ceaseless 
brewing  of  dreamstuff,  wish  and  counterwish,  the  fabulous  symbolism  of  the  drama  that 
we  call  the  human  personality.2  Indeed,  at  this  stage  there  is  more  than  meets  the  eye — 
incredibly  more  so  far  as  we  may  dimly  but  compellingly  surmise. 

Korzybski  Here,  too,  were  the  major  preoccupations  of  the  founder  of  general 
semantics,  Alfred  Korzybski:  the  symbol;  the  creation  of  symbols  and  of  systems  of 
symbols;  the  appalling  distortions  of  experience  wrought  by  the  culturally  imposed 
semantic  crippling  of  the  young  through  the  witless  and  artful  indoctrination  of  each  new 
generation  by  the  fateful  words  of  the  elders — the  words  which  are  the  carriers  of 
prejudice,  unreasoning  aspiration,  delusional  absolutes,  and  the  resulting  attitudes  of 
self-abandonment.  But  also  here  we  find  the  unencompassable  promise  of  all  that  human 
can  suggest,  and  this  Korzybski  called  upon  all  men  to  see,  to  cherish,  and  to  cultivate 
with  fierce  tenderness.3 

Pavlov  The  father  of  the  modern  science  of  behavior,  Pavlov,  also  busied  himself 
with  ingenious  explanations  of  occurrences  at  what  we  have  called  Stage  4.4  In  human 
beings,  at  least,  the  learning  processes,  as  well  as  the  drives  and  goals  that  power  and 
direct  them,  appear  to  function  at  this  stage  of  incipient  symbolization. 

It  seems  useful  to  conjecture  that  perhaps  the  general  patterns  of  symbolic 
conditioning  are  formed  at  Stage  4,  in  contrast  to  the  conditioning  of  specific 
symbolic  responses  (i.e.,  particular  statements)  produced  at  Stage  5.  We  may 
put  it  this  way:  at  Stage  4  the  syllogism,  for  example,  as  a  pattern  or  form  of 
possible  symbolic  response,  is  laid  down,  while  at  Stage  5  there  occur  the 
specific  verbal  responses  patterned  in  this  syllogistic  mold. 

Again,  at  Stage  4  we  find  the  general  form,  "X  affects  Y";  at  Stage  5  we  see 
its  specific  progeny  in  such  statements  as  "John  loves  Mary,"  "germs  cause 
disease,"  and  "clothes  make  the  man."  In  this  relationship  between  general 
forms  or  patterns  at  Stage  4,  and  the  corresponding  specific  utterances  at  Stage 
5,  we  find  the  substantial  sense  of  the  proposition  that  our  language  does  our 
thinking  for  us. 

2.  Sigmund  Freud,  A  General  Introduction  to  Psychoanalysis,  translated  by  Joan  Riviere  (New 
York,  Liveright  Publishing  Corporation,  1935). 

3.  Alfred  Korzybski,  Science  and  Sanity:  An  Introduction  to  Non- Aristotelian  Systems  and 
General  Semantics  (Lancaster,  Pennsylvania,  Science  Press,  3rd  ed.  1948). 

4.  I.  P.  Pavlov,  Conditioned  Reflexes:  An  Investigation  of  the  Physiological  Activity  of  the 
Cerebral  Cortex,  translated  and  edited  by  G.  V.  Anrep  (London,  Oxford  University  Press,  1927). 
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In  fact,  one  of  the  grave  disorders  that  we  may  usefully  locate  at  Stage  4 
consists  in  a  lack  of  awareness  of  the  influence  on  one's  overt  speech  of  the 
general  symbolic  forms  operating  at  Stage  4.  The  more  the  individual  knows 
about  these  forms,  the  more  different  forms  he  knows — or  originates — and  the 
more  adroit  he  is  in  the  selective  and  systematic  use  of  them  in  patterning 
specific  statements  at  Stage  5,  the  more  control  he  exercises  over  "the  language 
that  does  his  thinking  for  him."  The  degree  of  such  control  exercised  over  the 
verbal  responses  at  Stage  5  represents  one  of  the  important  dimensions  along 
which  speakers  range  themselves,  all  the  way  from  the  na'ivete  of  the  irresponsi- 
ble robot — or  compulsive  schizophrenic  patient — to  the  culture-shaping  symbol- 
ic sophistication  of  the  creative  genius. 

(Generally  speaking,  most  of  the  disorders  of  abstracting  described  and 
emphasized  by  the  general  semanticists  are  to  be  most  usefully  thought  of  as 
operating  chiefly  at  Stage  4.  These  disorders  include  those  involving  identifica- 
tion or  lack  of  effective  discrimination  for  purposes  of  sound  evaluation.5) 

THE  FINAL  DRAFT 

The  fact  has  been  mentioned,  and  should  be  emphasized,  that  the  "final  draft" 
formulated  at  Stage  5,  the  words  that  come  to  be  spoken,  represents  as  a  rule  a 
highly  condensed  abstract  of  all  that  might  have  been  spoken.  What  enters  into 
this  final  draft  is  determined,  in  a  positive  sense,  by  the  speaker's  available 
knowledge  of  fact  and  relationship,  his  vocabulary,  and  his  flexibility  in  using  it, 
his  purposes,  and  (to  use  the  term  in  a  broad  sense)  his  habits.  What  enters  into 
it  is  determined  negatively  by  the  repressions,  inhibitions,  taboos,  semantic 
blockages,  and  ignorances,  as  well  as  the  limiting  symbolic  forms,  operating  at 
Stage  4. 


Mr.  A  to  Mr.  B 

As  the  communication  process  moves  from  Stage  5  to  Stage  1',  it  undergoes 
another  of  the  incredible  transformations  that  give  it  a  unique  and  altogether 
remarkable  character:  the  words,  phrases,  and  sentences  at  Stage  5  are  changed 
into  air  waves  (and  light  waves)  at  Stage  Y.  At  close  quarters,  Mr.  A  may  at 
times  pat  the  listener's  shoulder,  tug  at  his  coat  lapels,  or  in  some  other  way  try 
to  inject  his  meaning  into  Mr.  B  by  hand,  as  it  were,  but  this  transmission  of 
meaning  through  mechanical  pressure  may  be  disregarded  for  present  purposes. 

5.  See  Alfred  Korzybski,  op.  cit.,  and  Wendell  Johnson,  People  in  Quandaries,  particularly 
chaps.  5  through  10. 
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INEFFICIENCY  OF  AIR  WAVES 

In  general,  it  seems  a  valid  observation  that  we  place  an  unwarranted  trust  in 
spoken  words,  partly  because  we  disregard,  or  do  not  appreciate,  the  inefficiency 
of  air  waves  as  carriers  of  information  and  evaluation.  The  reasons  for  this 
inefficiency  lie  both  in  the  speaker  and  in  the  listener,  of  course,  as  well  as  in  the 
air  waves  themselves.  What  the  listener  ends  up  with  is  necessarily  a  highly 
abstracted  version  of  what  the  speaker  intends  to  convey. 

The  speaker  who  sufficiently  understands  this — the  wise  administrator — 
expects  to  be  misunderstood  and,  as  a  matter  of  fact,  predicts  quite  well  the 
particular  misunderstandings  with  which  he  will  need  to  contend.  Consequent- 
ly, he  is  able  not  only  to  forestall  confusion  to  some  extent  but  also  to  give 
himself  a  chance  to  meet  misunderstanding  with  the  poise  essential  to  an 
intelligent  handling  of  the  relationships  arising  out  of  it.  A  minimal  require- 
ment for  the  handling  of  such  relationships  is  that  either  the  speaker  or  the 
listener  (or,  better,  both)  recognize  that  the  fault  lies  not  so  much  in  either  one 
of  them  as  in  the  process  of  communication  itself — including  particularly  the 
fragile  and  tenuous  air  waves,  whose  cargo  of  meaning,  whether  too  light  to  be 
retained  or  too  heavy  to  be  borne,  is  so  often  lost  in  transit. 

Such  an  executive  takes  sufficiently  into  account  the  fact  that  words,  whether 
spoken  or  written,  are  not  foolproof.  He  will  do  all  he  can,  within  reason,  to 
find  out  how  his  statements,  his  letters  and  press  releases,  his  instructions  to 
subordinates,  and  so  on  are  received  and  interpreted.  He  will  not  take  for 
granted  that  anyone  else  thinks  he  means  what  he  himself  thinks  he  means.  And 
when  he  discovers  the  misunderstandings  and  confusions  he  has  learned  to 
expect,  he  reacts  with  disarming  and  constructive  forbearance  to  the  resentments 
and  disturbed  human  relationships  that  he  recognizes  as  being  due,  not  to  men, 
but  to  the  far  from  perfect  communications  by  means  of  which  men  try  to  work 
and  live  together. 


Inside  Mr.  B 

The  air  waves  (and  light  waves)  that  arrive  at  Stage  2'— that  is,  at  the  ears  and 
eyes  of  the  listener — serve  to  trigger  the  complex  abstracting  process  which  we 
have  just  examined,  except  that  now  it  moves  from  2'  through  5'  instead  of  2 
through  5.  That  is,  the  various  stages  sketched  in  the  speaker  are  now  repeated 
in  the  listener.  To  understand  speech,  or  the  communication  process  in  general, 
is  to  be  aware  of  the  various  functions  and  the  disorders  operating  at  each  stage 
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in  the  process — and  to  be  conscious  of  the  complex  pattern  of  relationships 
among  the  various  stages,  as  represented  schematically  by  the  double-arrowed 
loops  in  the  diagram. 


EFFECT  OF  FEEDBACK 

Always  important,  these  relationships  become  particularly  significant  when  the 
speaker  and  listener  are  one  and  the  same  individual.  And  this,  of  course,  is 
always  the  case,  even  when  there  are  other  listeners.  The  speaker  is  always 
affected  by  "feedback":  he  hears  himself.  What  is  significant  is  precisely  the 
degree  to  which  he  is  affected  by  feedback.  It  may,  in  fact,  be  ventured  as  a  basic 
principle  that  the  speaker's  responsiveness  to  feedback — or,  particularly  impor- 
tant, the  administrator's  responsiveness  to  feedback — is  crucial  in  determining 
the  soundness  of  his  spoken  evaluations.  It  is  crucial,  also,  in  determining  his 
effectiveness  in  maintaining  good  working  relationships  with  his  associates. 


Application  to  Problems 

This  view  of  the  process  of  Mr.  A  speaking  to  Mr.  B  may  be  applied  to  any  one 
of  a  great  many  specific  problems  and  purposes.  The  diagram  can  be  used 
especially  well  as  a  means  of  directing  attention  to  the  disorders  of  communica- 
tion, such  as  those  encountered  daily  in  the  world  of  trade  and  industry. 

PREVENTING  TROUBLES 

In  this  connection,  let  me  call  attention  to  the  fact  that  Professor  Irving  Lee  of 
the  School  of  Speech  at  Northwestern  University  has  written  a  book  called  How 
to  Talk  with  People?  which  is  of  particular  interest  to  anyone  concerned  with 
such  disorders.  Its  subtitle  describes  it  as  "a  program  for  preventing  troubles 
that  come  when  people  talk  together."  The  sorts  of  troubles  with  which 
Professor  Lee  is  concerned  in  this  book  are  among  those  of  greatest  interest  and 
importance  to  personnel  managers  and  business  administrators  and  executives 
generally,  and  there  would  seem  to  be  no  better  way  to  make  my  diagram  take 
on  a  very  practical  kind  of  meaning  than  to  sketch  briefly  what  Professor  Lee 
did  and  what  he  found  in  his  studies  of  men  in  the  world  of  business  trying  to 
communicate  with  one  another. 

Over  a  period  of  nearly  ten  years  Professor  Lee  listened  to  the  deliberations  of 

6.  New  York,  Harper  &  Brothers,  1952. 
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more  than  200  boards  of  directors,  committees,  organization  staffs,  and  other 
similar  groups.  He  made  notes  of  the  troubles  he  observed,  and  in  some  cases  he 
was  able  to  get  the  groups  to  try  out  his  suggestions  for  reducing  such  troubles 
as  they  were  having;  and  as  they  tried  out  his  suggestions,  he  observed  what 
happened  and  took  more  notes. 

Among  the  many  problems  he  describes  in  How  to  Talk  with  People  there  are 
three  of  special  interest,  which  can  be  summarized  thus: 

1.  First  of  all,  misunderstanding  results  when  one  man  assumes  that  another 
uses  words  just  as  he  does.  Professor  Quine  of  Harvard  once  referred  to  this  as 
"the  uncritical  assumption  of  mutual  understanding."  It  is,  beyond  question, 
one  of  our  most  serious  obstacles  to  effective  thinking  and  communication. 
Professor  Lee  suggests  a  remedy,  deceptively  simple  but  profoundly  revolution- 
ary: better  habits  of  listening.  We  must  learn,  he  says,  not  only  how  to  define 
our  own  terms  but  also  how  to  ask  others  what  they  are  talking  about.  He  is 
advising  us  to  pay  as  much  attention  to  the  right-hand  side  of  our  diagram  as  to 
the  left-hand  side  of  it. 

2.  Another  problem  is  represented  by  the  person  who  takes  it  for  granted  that 
anyone  who  does  not  feel  the  way  he  does  about  something  is  a  fool.  "What  is 
important  here,"  says  Lee,  "is  not  that  men  disagree,  but  that  they  become 
disagreeable  about  it."  The  fact  is,  of  course,  that  the  very  disagreeable 
disagreer  is  more  or  less  sick,  from  a  psychological  and  semantic  point  of  view. 
Such  a  person  is  indulging  in  "unconscious  projection."  As  we  observed  in 
considering  the  amazing  transformation  of  the  physiological  goings-on  at  Stage 
3  into  words  or  other  symbols  at  Stage  4,  the  only  way  we  can  talk  about  the 
world  outside  is  to  filter  it  through  our  private  inner  states.  The  disagreeable 
disagreer  is  one  who  has  never  learned  that  he  possesses  such  a  filter,  or  has 
forgotten  it,  or  is  so  desperate,  demoralized,  drunk,  or  distracted  as  not  to  care 
about  it. 

A  trained  consciousness  of  the  projection  process  would  seem  to  be  essential  in 
any  very  effective  approach  to  this  problem.  The  kind  of  training  called  for  may 
be  indicated  by  the  suggestion  to  any  administrator  who  is  inclined  to  try  it  out 
that  he  qualify  any  important  statements  he  makes,  with  which  others  may 
disagree,  by  such  phrases  as  "to  my  way  of  thinking,"  "to  one  with  my 
particular  background,"  and  "as  I  see  it." 

3.  One  more  source  of  trouble  is  found  in  the  executive  who  thinks  a  meeting 
should  be  "as  workmanlike  as  a  belt  line."  He  has  such  a  business-only  attitude 
that  he  simply  leaves  out  of  account  the  fact  that  "people  like  to  get  things  off 
their  chests  almost  as  much  as  they  like  to  solve  problems."  Professor  Lee's 
sensible  recommendation  is  this:  "If  people  in  a  group  want  to  interrupt  serious 
discussion  with  some  diversion  or  personal  expression — let  them.  Then  bring 
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them  back  to  the  agenda.  Committees  work  best  when  the  talk  swings  between 
the  personal  and  the  purposeful." 


CONSTRUCTIVE  FACTORS 

Professor  Lee  saw  something,  however,  in  addition  to  the  "troubles  that  come 
when  people  talk  together."  He  has  this  heartening  and  important  observation 
to  report: 

In  sixteen  groups  we  saw  illustrations  of  men  and  women  talking  together,  spontane- 
ously, cooperatively,  constructively.  There  was  team-play  and  team-work.  We  tried  to 
isolate  some  of  the  factors  we  found  there:  (1)  The  leader  did  not  try  to  tell  the  others 
what  to  do  or  how  to  think;  he  was  thinking  along  with  them.  (2)  No  one  presumed  to 
know  it  all;  one  might  be  eager  and  vigorous  in  his  manner  of  talking,  but  he  was 
amenable  and  attentive  when  others  spoke.  (3)  The  people  thought  of  the  accomplish- 
ments of  the  group  rather  than  of  their  individual  exploits. 

This  can  happen — and  where  it  does  not  happen,  something  is  amiss.  The 
diagram  presented  in  Exhibit  I,  along  with  the  description  of  the  process  of 
communication  fashioned  in  terms  of  it,  is  designed  to  help  us  figure  out  what 
might  be  at  fault  when  such  harmony  is  not  to  be  found.  And  it  is  intended  to 
provide  essential  leads  to  better  and  more  fruitful  communication  in  business 
and  industry,  and  under  all  other  circumstances  as  well. 


Conclusion 

Mr.  A  talking  to  Mr.  B  is  a  deceptively  simple  affair,  and  we  take  it  for  granted 
to  a  fantastic  and  tragic  degree.  It  would  surely  be  true  that  our  lives  would  be 
longer  and  richer  if  only  we  were  to  spend  a  greater  share  of  them  in  the 
tranquil  hush  of  thoughtful  listening.  We  are  a  noisy  lot;  and  of  what  gets  said 
among  us,  far  more  goes  unheard  and  unheeded  than  seems  possible.  We  have 
yet  to  learn  on  a  grand  scale  how  to  use  the  wonders  of  speaking  and  listening  in 
our  own  best  interests  and  for  the  good  of  all  our  fellows.  It  is  the  finest  art  still 
to  be  mastered  by  men. 


5. 


Management  Science  and  Business  Practice 
C.  Jackson  Grayson,  Jr. 


Management  science  has  grown  so  remote  from  and  unmindful  of  the  conditions  of  "live" 
management  that  it  has  abdicated  its  usability.  Managers,  for  their  part,  have  become 
disillusioned  by  management  science,  and  are  now  frequently  unwilling  to  consider  it 
seriously  as  a  working  tool  for  important  problems.  The  author  believes  that  management 
science  can  make  a  contribution  to  management;  and  in  this  article  he  suggests  how  a 
bridge  between  the  two  groups  can  be  constructed.  He  also  makes  it  clear  that  the 
scientists  must  be  the  ones  to  start  construction. 


"What  we  need  to  do  is  humanize  the  scientist  and  simonize  the  humanist." 
This  dictum  is  a  popularization  of  C.  P.  Snow's  view  of  science  and  the 
humanities  as  two  distinct  cultures,  and  it  is  all  too  true  when  applied  to 
management.  Managers  and  management  scientists  are  operating  as  two 
separate  cultures,  each  with  its  own  goals,  languages,  and  methods.  Effective 
cooperation — and  even  communication — between  the  two  is  just  about  minimal. 
And  this  is  a  shame. 

Each  has  much  to  learn  from  the  other,  and  much  to  teach  the  other.  Yet, 
despite  all  kinds  of  efforts  over  the  years,  it  seems  to  me  that  the  cultural  and 
operating  gap  which  exists  between  the  two  is  not  being  closed.  Why? 

I  can  offer  some  explanations,  based  on  my  years  as  an  academician, 
consultant,  businessman,  and  most  recently,  head  of  an  organization  with 
control  over  a  large  part  of  our  economy — the  Price  Commission.  I  can  also 
suggest  a  way  to  build  the  bridge  so  badly  needed  between  the  two  cultures  and 
the  people  who  make  them  up.  This  bridge  must  span  the  gap  between  two 
quite  different  types: 

□  The  management  scientists.  As  people,  they  want  to  help  managers  make 
decision  making  more  explicit,  more  systematic,  and  better  by  using  scientific 
methodology,  principally  mathematics  and  statistics.  They  can  be  found  largely 
in  universities  and  in  staff  operations  of  enterprises.  They  may  belong  to  any  of 
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a  number  of  professional  associations,  such  as  the  Institute  of  Management 
Sciences  (TIMS),  Operations  Research  Society  of  America  (ORSA),  and  the 
American  Institute  for  Decision  Sciences  (AIDS). 

□  The  managers.  They  make  and  implement  decisions,  largely  by  rough  rules 
of  thumb  and  intuition.  They  are  the  operating  executives,  found  principally  in 
the  line. 

The  lines  of  distinction  are  never  so  pure,  but  most  people,  I  believe, 
understand  what  I  mean. 

What  I  have  to  offer  to  the  management  scientists  is  a  few  bouquets  and  then 
a  load  of  bricks.  First,  the  bouquets: 

□  Management  scientists  have  had  some  impact  on  real-world  operations  and 
managers. 

□  Some  management  science  tools  have  been  successfully  applied  in  account- 
ing, finance,  production,  distribution,  and  weapons  systems. 

□  Managers  do  tend  to  give  a  little  more  conscious  thought  to  their  decision 
making  than  in  previous  years — but  still  precious  little. 

□  By  indicating  how  abysmal  our  knowledge  is  about  decision  making, 
management  scientists  have  highlighted  areas  for  further  research. 

□  Both  the  faculty  and  the  students  at  business  schools  have  gained  some 
added  prestige  in  the  business  and  academic  communities  for  being  more 
"scientific." 

And  now  the  bricks.  The  total  impact  of  management  science  has  been 
extremely  small.  Its  contribution  looks  even  smaller  than  it  is  if  one  compares  it 
to  the  revolution  promised  for  management  offices  in  the  early  years.  And  the 
"wait-until-next-generation"  theme  is  wearing  thinner  and  thinner. 

Let  me  quickly  acknowledge  that  there  are  some  management  scientists  who 
operate  effectively  in  both  cultures.  But  they  are  rare  birds.  Most  management 
scientists  are  still  thinking,  writing,  and  operating  in  a  world  that  is  far  removed 
from  the  real  world  in  which  most  managers  operate  (and  in  which  I  personally 
have  been  operating).  They  often  describe  and  structure  nonexistent  manage- 
ment problems,  tackle  relatively  minor  problems  with  overkill  tools,  omit  real 
variables  from  messy  problems,  and  build  elegant  models  comprehensible  to 
only  their  colleagues.  And  when  managers  seem  confused  or  dissatisfied  with 
the  results  of  their  activities  and  reject  them,  these  scientists  seem  almost  to  take 
satisfaction  in  this  confirmation  of  the  crudity  and  inelegance  of  the  managerial' 
world. 

Have  I  overdrawn  the  picture?  Only  very  slightly. 
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Why  the  Gulf? 

I  do  not  mean  to  say  that  management  scientists  have  purposefully  created  this 
cultural  gap.  Most  of  them  feel  that  much  of  what  they  are  doing  today  is  really 
helpful  to  managers.  But  I'm  afraid  it  simply  isn't  so.  Others  argue  that  much  of 
what  they  are  doing  is  "pure  research,"  which  will  be  useful  one  day.  I  do  not 
discount  the  value  of  pure  research;  some  of  it  is  needed.  But  the  fact  remains 
that  only  a  small  fraction  of  management  science  "results"  are  being  used. 

Those  management  scientists  who  do  acknowledge  a  gap  often  excuse  it  by 
one  of  two  reasons: 

□  "The  manager  doesn't  understand  the  power  of  the  tools." 

□  "He  isn't  sympathetic  to  systematic  decision  making  and  would  rather  fly 
by  the  seat  of  his  pants  because  this  is  safer  for  his  ego." 

I  myself  am  a  counterexample  to  both  these  excuses.  I  have  had  some  fairly 
good  training  in  management  science.  I  have  done  research  in  the  area  and 
written  a  book  urging  the  use  of  more  explicit  decision  tools  in  a  specific 
industry — oil  well  drilling.1  I  have  taught  various  courses  in  the  area,  for 
example,  in  statistics,  management  control  systems,  and  quantitative  analysis. 

And  yet,  in  the  most  challenging  assignment  of  my  life — putting  together  the 
Price  Commission — I  used  absolutely  none  of  the  management  science  tools 
explicitly.  One  might  think  that  in  the  task  of  developing  an  organization  of  600 
people  (mostly  professionals),  creating  a  program  to  control  prices  in  a  trillion- 
dollar  economy,  and  making  decisions  that  involve  costs,  volume,  prices, 
productivity,  resource  allocations,  elasticities,  multiple  goals,  trade-offs,  predic- 
tions, politics,  and  risk  values,  an  expert  would  have  found  ways  to  use  his 
familiarity  with  management  science  to  advantage.  I  did  not. 

A  defender  of  the  faith  will  quickly  say  that,  although  I  did  not  use  them 
explicitly,  I  probably  used  them  implicitly,  and  that  they  helped  to  discipline  my 
approach  to  decision  making.  I  agree  that  this  is  probably  true.  But  I 
nevertheless  think  it  is  a  damning  indictment  that  I  can  identify  no  incident  of  a 
conscious,  explicit  use  of  a  single  management  science  tool  in  my  activities  as 
head  of  the  Price  Commission. 

Further,  my  conscience  is  clear.  To  my  mind  there  are  five  very  valid  reasons 
for  my  rejecting  the  idea  of  using  management  science. 

SHORTAGE  OF  TIME 

Although  I  thought  about  using  management  science  tools  on  many  occasions,  I 
consistently  decided  against  it  because  of  the  shortage  of  time.  Management 

1.  Decisions  Under  Uncertainty  (Boston,  Division  of  Research,  Harvard  Business  School,  1960). 
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scientists  simply  do  not  sufficiently  understand  the  constraint  of  time  on  decision 
making,  and  particularly  on  decisions  that  count;  and  the  techniques  they 
develop  reflect  that  fact.  They  may  write  about  time  as  a  limitation.  They  may 
admonish  managers  for  letting  time  push  them  into  a  "crisis"  mode.  They  may 
recognize  the  constraint  of  time  with  a  few  words  and  comment  on  its  influence. 
They  may  say  that  they,  too,  experience  time  constraints.  But  their  techniques 
are  so  time-consuming  to  use  that  managers  pass  them  by. 

Does  this  mean  that  all  management  science  work  ought  to  be  thrown  into 
shredders?  No,  it  simply  means  that  management  scientists  (a)  need  to  get  out  of 
their  relatively  unpressured  worlds  and  experience  the  impact  of  time  on  the 
decision-making  process,  and  (b)  need  to  build  the  time  factor  into  models 
instead  of  leaving  it  as  an  exogenous  variable. 

INACCESSIBILITY  OF  DATA 

The  second  reason  for  ignoring  management  science  in  practice  is  related  to  the 
time  problem.  A  manager  will  ordinarily  use  data  or  a  management  science  tool 
only  if  both  are  conveniently,  speedily  accessible.  If  he  is  told  that  the  needed 
data  are  buried  in  another  part  of  the  organization,  or  that  they  must  be 
compiled,  or  that  the  model  must  be  created,  nine  times  out  of  ten  he  will  say, 
"Skip  it."  I  did,  ten  times  out  of  ten. 

True,  many  management  scientists  would  say  that  I  must  have  developed 
"trade-offs"  in  my  mind,  weighing  the  cost  of  obtaining  data  or  building  a 
model  against  the  probable  opportunity  payoff,  and  that  my  mental  calculator 
ground  out  negative  responses  on  each  occasion.  This  is  perfectly  plausible. 
Unconsciously  I  probably  did  build  a  number  of  such  informal  investment- 
payoff  models. 

But  where  does  this  leave  us?  It  leaves  us  with  management  scientists 
continuing  to  construct  models  that  call  for  substantial  investments  in  design 
and  data  collection  and  managers  discarding  them.  The  statement  is  made  ad 
nauseam  that  most  data  are  not  in  the  forms  that  most  models  call  for,  or  that 
they  are  not  complete;  yet  the  management  scientists  go  right  on  calling  for 
inaccessible,  nonexistent,  or  uncompiled  data  to  suit  "theoretically  correct" 
models.  And  hence  managers  continue  to  say,  "Skip  it." 

Instead  of  asking  a  manager  to  lie  in  the  Procrustean  bed  of  the  theoretically 
correct  model,  why  shouldn't  the  management  scientist  design  a  realistic  model, 
or  a  realistic  part  of  a  model,  or  come  up  with  a  realistic  data  prescription?  The 
result  might  be  extremely  crude;  it  might  embarrass  a  theoretician;  it  might  be 
shot  down  by  the  purist  and  the  theoretician.  But  it  just  might  be  used. 
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RESISTANCE  TO  CHANGE 

The  third  reason  that  I  did  not  use  management  science  tools  explicitly  is  that 
educating  others  in  the  organization  who  are  not  familiar  with  the  tools,  and 
who  would  resist  using  them  if  they  were,  is  just  too  difficult  a  task. 
Management  scientists  typically  regard  this  problem  as  outside  the  scope  of 
their  jobs — at  most,  they  remark  on  the  need  to  educate  more  people  and  to 
change  organizations  so  they  become  more  scientific.  Or,  if  they  do  recognize  the 
problem,  they  grossly  underestimate  the  time  and  organizational  effort  needed 
to  "educate  and  change."  I  suggest  that  management  scientists  do  two  things: 

1.  They  should  build  into  their  models  some  explicit  recognition  of  the 
financial  and  emotional  cost  of  change  of  this  kind  and  make  explicit  allowance 
for  the  drag  of  change  resistance.  I  am  quite  aware  that  some  change  techniques 
are  being  used:  sensitivity  training,  Esalen-type  devices,  management  by  objec- 
tives, quantitative  analysis  courses  for  managers,  and  so  on.  I  have  used  them 
myself,  and  I  know  that  they  help.  But  the  magnitude  of  time  and  energy 
required  to  install  them  is  not  generally  appreciated — certainly  not  by  manage- 
ment scientists — and  their  impact  is  highly  overrated. 

2.  They  should  get  themselves  some  education  and  direct  experience  in  the 
power,  politics,  and  change-resistance  factors  in  the  real  world  of  management 
so  they  can  better  incorporate  the  imperfect  human  variables  in  their  work. 

LONG  RESPONSE  TIME 

Fourth,  few  management  science  people  are  geared  up  to  respond  to  significant 
management  problems  in  "real  time."  Management  science  people  in  universi- 
ties live  largely  by  the  school  calendar,  and  if  they  receive  a  request  for  help, 
they  are  likely  to  respond  in  terms  of  next  semester,  next  September,  or  after 
exams.  And  once  again  the  manager  is  likely  to  say,  "Skip  it."  Even  most 
management  science  personnel  in  staff  positions  of  live  organizations  operate  in 
a  time  frame  that  is  slower  than  that  of  the  line  managers.  It  is  their  nature  to 
approach  a  problem  in  a  methodical,  thorough  way,  even  when  the  required 
response  time  dictates  that  they  come  up  with  a  "quick  and  dirty"  solution. 

INVALIDATING  SIMPLIFICATIONS 

Fifth,  and  finally,  it  is  standard  operating  procedure  for  most  management 
science  people  to  strip  away  so  much  of  a  real  problem  with  "simplifying 
assumptions"  that  the  remaining  carcass  of  the  problem  and  its  attendant 
solution  bear  little  resemblance  to  the  reality  with  which  the  manager  must 
deal.  The  time  constraints,  the  data-availability  questions,  the  people  problems, 
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the  power  structures,  and  the  political  pressures — all  the  important,  nasty  areas 
that  lie  close  to  the  essence  of  management — are  simplified  out  of  existence  so 
that  a  technically  beautiful,  and  useless,  resolution  may  be  achieved. 

This  is  somewhat  paradoxical,  since  management  science  originated  in 
wartime  Britain,  when  many  interdisciplinary  talents  were  forced  into  combina- 
tion to  grapple  with  the  problems  of  total  mobilization.  That  situation  tolerated 
no  fooling  around.  But  in  subsequent  years  management  science  has  retreated 
from  the  immediate  demands  for  workable  results.  It  has  increased  its  use  of  the 
hard  sciences  of  mathematics  and  statistics,  hardening  itself  with  methodological 
complexity,  weakening  its  own  reliance  on  the  softer  sciences  of  psychology, 
sociology,  and  political  science,  and  losing  the  plain,  hardheaded  pragmatism 
with  which  it  started  out. 

Realizing  this,  many  managers  think  it  pointless  to  turn  the  really  important 
problems  over  to  management  science.  Their  experience  has  shown  them  the 
impotence  of  emasculated  solutions. 

At  the  risk  of  repeating  a  tired  joke,  let  me  recall  the  story  of  the  man  who 
said  he  had  a  way  to  destroy  all  the  enemy  submarines  in  the  Atlantic  during 
World  War  II:  "Boil  the  ocean."  Asked  next  how  he  would  do  this,  he  replied, 
"That's  your  problem."  Similarly,  when  managers  ask  management  scientists 
how  to  solve  a  problem,  they  too  often  say,  in  effect,  "Boil  the  company."  They 
leave  it  to  the  manager  to  worry  about  shortages  of  time,  inaccessibility  of  data, 
resistance  to  change,  slow  response  times,  and  oversimplified  solutions. 


Firing  the  Furnace 

At  the  Price  Commission  we  operated,  I  think  fairly  successfully,  without 
getting  the  data  we  "should"  have  had,  without  using  any  explicit  decision  tools, 
without  once  formally  consulting  a  management  scientist,  and  without  building 
models  of  our  decision-making  processes.  I  am  not  especially  proud  of  these 
facts;  I  am  a  member,  and  an  intellectually  loyal  member,  of  ORSA,  TIMS, 
and  AIDS.  I  believe  in  the  general  direction  in  which  these  organizations  want 
to  go.  But  I  also  have  a  personal  dedication  to  action,  a  sense  of  the  urgency  and 
immediacy  of  real  problems,  and  a  disbelief  in  the  genuine  responsiveness  of 
management  science  models  to  my  managerial  needs. 

I  have  asked  myself  the  question  whether  we  might  have  done  better  by  using 
some  management  science  models,  and  my  honest  answer  is  no.  Using  models 
would  have  slowed  decision  making.  It  would  have  frustrated  most  of  our 
personnel.  Given  the  fact  that  most  models  omit  the  factors  of  time,  data 
accessibility,  people,  power,  and  politics,  they  simply  would  not  have  provided 
sufficient  predictive  or  prescriptive  payoff  for  the  required  investment  of  energy. 
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Consider  the  severity  of  the  demands  that  were  made.  Establishment  of  the 
Price  Commission  required  fulfillment  of  seemingly  impossible  tasks  and 
directives: 

□  Create  and  staff  a  fully  competent  organization. 

□  Work  out  regulations  worthy  to  bear  the  force  of  law. 

□  Keep  the  program  consistent  with  policies  established  in  Phase  I  and  the 
current  state  of  the  economy. 

□  Work  in  conjunction  with  the  Pay  Board,  the  Internal  Revenue  Service, 
and  the  Cost  of  Living  Council. 

□  Control  the  prices  of  hundreds  of  millions  of  articles  and  commodities  in 
the  world's  largest  economy. 

□  Do  not  inhibit  the  recovery  of  the  economy. 

□  Do  not  build  a  postcontrol  bubble. 

□  Do  all  of  this  with  a  regulatory  staff  of  600. 

□  Have  the  entire  operation  functioning  in  16  days. 

A  natural  first  reaction  to  such  demands  might  well  have  been  General 
McAuliffe's  famous  one- word  response:  "Nuts!"  It  would  have  been  very  easy 
to  point  out,  for  example,  that: 

□  Nobody  could  begin  to  do  the  job  of  price  control  with  600  people,  even 
with  the  services  of  3,000  Internal  Revenue  Service  agents  to  help  with 
enforcement.  It  had  taken  60,000  people  to  handle  the  assignment  in  World 
War  II  and  17,000  in  the  Korean  War. 

□  To  do  the  job  right  would  require  a  thoroughgoing  study  of  what  was 
involved — the  resources  and  kinds  of  personnel  required,  the  most  efficient  way 
of  actually  controlling  prices,  the  optimum  method  of  working  in  concert  with 
other  federal  agencies — as  well  as  the  accumulation  of  data  about  the  economy 
and  the  testing  of  various  models. 

□  The  16-day  period  was  too  short.  There  was  not  enough  time  to  get  the 
Price  Commission  appointed,  let  alone  to  build,  organize,  and  house  the  right 
kind  of  staff,  promulgate  regulations,  and  get  it  all  functioning. 

I  might  have  pointed  out  these  things  and  many  others.  I  did  not.  I  simply 
started  bringing  in  staff,  renting  quarters,  creating  an  organization,  framing 
regulations,  and  developing  a  modus  operandi.  In  16  days  the  organization  was 
accepting  requests  for  price  increases  from  U.S.  business;  the  staff  was  at 
work — in  some  cases  eight  to  an  office,  four  to  a  telephone,  and  a  good  many 
spending  up  to  20  hours  a  day  on  the  job. 

I  cite  this  record  not  to  boast.  Our  achievement  did  not  grow  out  of 
extraordinary  capability.  It  was  simply  a  matter  of  orientation  and  intuition — 


Management  Science  and  Business  Practice  67 

orientation  and  intuition  toward  action.  But  just  as  managers  incline  toward 
intuition  and  action,  management  scientists  incline  toward  reflective  thinking. 
They  tend  to  be  scholarly,  less  action-oriented,  and  averse  to  taking  risks — even 
risk  of  criticism  from  their  peers.  They  dissect  and  analyze,  they  are  individual- 
istic, and  they  are  prone  to  trace  ideas  much  as  one  can  trace  power  flows  in  a 
mechanical  system,  from  gear  to  belt  to  gear.  They  have  not  cared  much  about 
firing  the  furnace  that  makes  the  steam  that  drives  the  gear  in  the  first  place. 

The  manager  offers  an  almost  complete  contrast.  He  integrates  and  synthe- 
sizes; he  sees  situations  as  mosaics;  his  thoughts  and  decision  processes  are  like 
electrical  circuits  so  complex  you  can  never  be  sure  how  much  current  is  flowing 
where.  At  the  core  of  his  value  system  are  depth  and  breadth  of  experience, 
which  he  may  even  permit  to  outweigh  facts  where  the  whole  picture  seems  to 
justify  it. 

For  his  part,  the  management  scientist  tends  to  optimize  the  precision  of  a 
tool  at  the  expense  of  the  health  and  performance  of  the  whole.  He  has  faith  in 
some  day  building  ultimate  tools  and  devising  ultimate  measurements,  and  this 
lies  at  the  foundation  of  his  values  and  beliefs. 

The  problem,  then,  boils  down  to  two  cultures — the  managers'  and  the 
management  scientists' — and  not  enough  bridges  between  them.  Somebody  has 
to  build  the  bridges. 


Who  Shall  Build  the  Bridges? 

Closing  any  gap  requires  that  one  or  both  cultures  change.  It  is  my  strong  belief 
that  the  management  scientist  must  move  first,  and  most.  The  end  product  is 
supposed  to  be  management,  after  all,  not  management  science.  Further,  as  a 
philosophical  point,  I  think  science  has  greater  relevance  to  our  world  if  it 
moves  constantly  toward  art  (in  this  case  the  management  art)  than  the  other 
way  around.  Then,  instead  of  moving  toward  increased  and  separated  special- 
ization, both  evolve  toward  a  mature  symbiosis,  a  working  and  dynamic  unity  of 
the  kind  found  in  successful  marriages,  detentes,  and  mergers. 

The  management  scientist  is  not  going  to  find  it  easy  or  comfortable  to 
change,  and  yet  it  is  he  who  must  change  most  in  attitude,  action,  and  life  style. 
He  is  going  to  have  to  think  in  terms  of  the  manager's  perceptions,  the 
manager's  needs,  the  manager's  expectations,  and  the  manager's  pressures — 
that  is,  if  he  wants  to  have  impact  in  the  real  world  of  the  manager.  If  not,  he 
will  go  on  missing  the  mark. 

What,  concretely,  can  be  done?  Let  me  offer  a  few  suggestions  to  the 
management  science  people  and  the  managers  they  are  supposed  to  be  helping. 
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INSIDE  OPERATING  ORGANIZATIONS 

First,  top  management  should  not  isolate  the  management  science  people  but 
sprinkle  them  throughout  the  organization  in  situations  where  they  can  really 
go  to  work.  It  should  give  them  line  responsibility  for  results.  Their  natural 
tendencies  will  cause  them  to  flock  together  at  night  or  on  weekends  to  compare 
and  refine  tools,  and  that,  again,  is  as  it  should  be;  but  their  prime  responsibility 
should  be  to  the  line  unit,  not  to  a  management  science  group.  To  put  the  matter 
another  way:  management  should  not  think  of  having  an  operating  person  on  a 
management  science  team — it  should  think  of  having  a  management  scientist  on 
an  operating  team. 

Second,  managers  should  demand  implementation  by  management  scientists; 
they  should  not  tolerate  "package"  solutions  that  leave  out  the  complicating 
factors.  In  that  way,  managers  can  avoid  simplistic,  unworkable  solutions  that 
ignore  the  factors  of  time,  data  accessibility,  unwillingness  of  people  to  change, 
power,  and  so  on. 

Third,  even  when  professional  management  scientists  are  brought  into 
companies  as  consultants,  they  are  often  given  the  easy,  old  problems,  for  the 
reasons  that  I  have  named.  This  expectational  cycle  has  to  be  broken. 

AT  THE  UNIVERSITY 

The  same  general  approach  is  valid  within  universities. 

First,  both  management  science  faculty  and  students  have  to  get  out  of  the 
isolated,  insulated  world  of  academe.  They  must  go  beyond  structured  cases  and 
lectures  and  become  directly  involved  in  real-world,  real-time,  live  projects,  not 
as  a  way  of  applying  what  they  know,  but  as  a  way  of  learning. 

It  is  a  mistake  to  teach  the  student  linear  programming  or  decision  theory  and 
then  search  for  a  problem  to  which  the  tool  can  be  applied.  That  creates  the 
classic  academic  situation  from  which  managers  are  revolting — the  tool  in 
search  of  a  problem.  Instead,  tackle  the  real  problem.  This  will  be  frustrating, 
but  the  frustration  of  trying  to  reach  a  workable  solution  can  be  used  to  teach 
the  management  scientist  or  student  in  a  way  that  is  useful  both  to  him  and  to 
the  business  or  government  unit.  The  solutions  thus  derived  may  not  be  so 
elegant  as  they  might  be,  but  they  may  be  used.  The  student  who  wants  to  reach 
for  higher,  more  sophisticated  theories  should  be  treated  as  a  special  case,  not 
the  general  case. 

Second,  management  science  people  should  stop  tackling  the  neat,  simple 
problems,  or  refining  approaches  to  problems  already  solved.  These  projects 
may  be  easier,  but  working  and  reworking  them  will  not  help  bridge  the 
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cultural  gap  I  am  talking  about.  Instead,  tackle  the  tough  problem.  The 
management  of  time  pressure  and  the  use  of  the  persuasion  and  negotiation 
required  by  a  real,  tough  problem  will  give  both  the  faculty  member  and  the 
student  some  salutary  discipline  in  convincing  others  to  follow  a  strange  idea,  to 
cooperate,  and  to  listen. 

The  best  example  of  what  I  am  describing  occurred  at  Case  Institute  in  the 
early  days  of  Russell  L.  AckofT,  E.  L.  ArnofT,  and  C.  West  Churchman.  There, 
faculty  and  student  teams  worked  on  real  problems  in  real  time  in  real  business 
settings.  That  example  does  not  seem  to  have  caught  on  at  other  universities, 
partly  because  of  the  difficulty  of  doing  it,  and  partly  because  it  flies  against  the 
nature  of  the  management  science  personality  that  I  have  described.  The  process 
is  messy,  people-populated,  schedule-disrupting,  time-demanding,  and  compli- 
cated by  power  and  politics.  That  is  exactly  as  it  should  be. 

Third,  faculty  members  should  plan  to  get  out  of  the  university,  physically 
and  completely,  for  meaningful  periods  of  time.  They  should  plan  their  careers 
so  that  they  schedule  at  least  a  year,  periodically,  in  which  they  get  direct  real- 
world  experience  in  business,  nonprofit  organizations,  or  the  government. 

One  helpful  device  with  which  I  am  familiar  is  the  Presidential  Personnel 
Interchange  Program  of  the  federal  government,  now  in  its  third  year.  So  far 
this  year  it  has  brought  60  business  executives  into  government  work  and  18 
federal  government  managers  into  business.  These  numbers  should  be  expanded 
tremendously,  and  the  organizations  involved  should  include  universities.  The 
universities  could  well  join  in  a  three-way  interchange,  or  start  their  own 
program  with  business. 

Finally,  universities  should  bring  in  real  managers  and  involve  them  directly 
in  problem-solving  and  joint-learning  sessions.  Doctors  expect  to  return  to 
medical  school  as  part  of  their  normal  development;  so  should  managers.  The 
universities  can  offer  managers  an  update  in  science;  corporate  managers  can 
offer  universities  an  update  in  management. 

These  are  some  of  the  ways  to  build  bridges.  There  are  other  ways  to  tear 
them  down,  or  to  maintain  the  gap.  Jargon,  for  example,  will  drive  away 
managers.  So  will  intellectual  snobbery  toward  "intuitive"  decision  making. 
Management  scientists  should  dispense  with  both.  Managers  can  maintain  the 
gap  by  continuing  to  refer  to  past  disillusionments  and  never  allowing  manage- 
ment science  people  to  tackle  executive-suite  programs.  Managers  should 
recognize  that.  In  fact,  defensive  behavior  on  the  part  of  either  group  can  block 
reconciliation  and  progress. 

People  do  exist  who  effectively  bridge  the  two  cultures.  Such  people  do  not 
always  bear  an  identifying  brand;  one  cannot  distinguish  them  by  their  degrees, 
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university  course  credits,  titles,  experience,  or  even  home  base.  But  they  do  have 
one  strong,  overriding  characteristic — they  are  problem-  and  action-oriented. 
They  are  essentially  unicultural;  they  employ  a  healthy  mix  of  science  and 
intuition  in  their  decision  making. 


Words  to  the  Wise 

I  am  not  suggesting  that  the  two  specializations — management  science  and 
management — be  destroyed.  Primary  bases  and  modes  of  operation  can  be 
preserved,  provided  that  both  groups  are  receptive  to  and  understanding  of  the 
other's  basic  orientation,  and  that  they  work  together  in  harmony,  not  in 
dissonance.  And  all  should  remember  that  the  problem  is  the  thing,  not  the 
methodology;  the  function,  not  the  form. 

My  slings  and  arrows  have  been  directed  mostly  toward  management 
science — rightly  so,  I  think.  But  managers  must  assist  in  the  bridge-building 
process: 

□  They  should  stop  recounting  tales  of  how  "they  never  laid  a  glove  on  me" 
in  encounters  with  management  scientists.  They  should  make  it  a  point  of 
future  pride  to  use  management  science. 

DThey  should  make  available  the  real  nasty,  complicated  decisions  to 
management  scientists. 

□  They  should  not  expect  a  lot. 

□  They  should  not  deride  small  gains. 

DThey  should  hold  any  management  science  approach  or  individual  ac- 
countable for  producting  results,  not  recommendations. 
The  management  science  people  must  play  their  part,  too: 

□  Get  out  of  the  monasteries,  whether  these  are  universities  or  staff  depart- 
ments. 

□  Submerge  the  paraphernalia  (journal  articles,  computer  programs,  cook- 
books) and  rituals  ("sounds  like  a  linear  programming  program  to  me"  or  "we 
need  to  get  the  facts  first"). 

□  Put  people,  time,  power,  data  accessibility,  and  response  times  into  models 
and  create  crude,  workable  solutions. 

□  Learn  to  live  with  and  in  the  real  world  of  managers. 

Again,  I  submit  it  is  the  management  science  people  who  will  have  to  change 
most.  They  should  take  the  first  step  toward  closing  the  gap  between  the  two 
cultures.  The  consequences  can  only  be  better  for  managers,  for  management 
science,  and  for  the  problem  itself. 


Part  II 

Putting  Judgment  Back 
into  the  Managers  Job 


Preface 


It  may  be  well  to  assert  that  judgment  and  intuition  are  important  aspects  of 
intelligence.  It  is  another  thing  to  assert  that  that  kind  of  intelligence  is 
important  in  managerial  work.  Aren't  there  some  aspects  of  intelligence  that 
simply  are  not  appropriate  at  work? 

As  long  as  one  conceives  of  the  manager's  job  as  being  orderly,  controlled,  and 
systematic,  one  would  be  hard  pressed  to  show  that  greater  use  of  judgment,  for 
instance,  would  make  a  manager  perform  better.  But  managerial  work  is  not 
orderly.  The  view  that  it  is  is  probably  more  a  product  of  wishful  thinking  than 
careful  study  of  managers'  jobs. 

Perhaps  because  it's  easier  to  understand  things  that  are  orderly,  behavioral 
scientists  have  been  trying  for  years  to  organize  the  manager's  job.  Recent 
studies  show,  however,  that  the  manager's  job  defies  organization;  it  simply  is 
not  systematic.  Because  of  this  lack  of  order ,  judgment,  flexibility ,  and  an  ability 
to  tolerate  ambiguity  may  be  more  important  in  general  managerial  jobs  than 
the  ability  to  systematize,  analyze,  and  control.  In  "Good  Managers  Don't  Make 
Policy  Decisions,"  for  instance,  H.  Edward  Wrapp  discusses  how  in  his 
experience  the  successful  executive  is  the  one  that  can  muddle  through,  exploit- 
ing his  or  her  sense  of  opportunism,  resisting  temptation  to  conceptualize  long- 
range  plans. 

The  articles  in  this  section  focus  on  the  manager's  job,  what  he  or  she  actually 
does  and  how  so  often  the  job  requires  a  person  to  be  flexible,  to  be  able  to  ride 
with  ambiguity,  to  be  able  to  juggle,  and  finally,  to  come  up  with  an  assessment, 
a  judgment. 

Suddenly,  the  intuitive  part  of  a  manager  can  be  seen  to  be  an  effective 
management  asset  rather  than  a  quality  that  needs  to  be  quashed  in  the  name  of 
efficiency,  objectivity,  and  clarity. 


6. 


Good  Managers  Don't  Make  Policy  Decisions 

H.  Edward  Wrapp 


The  successful  general  manager  does  not  spell  out  detailed  objectives  for  his  organization, 
the  author  believes;  nor  does  he  make  master  plans.  He  seldom  makes  forthright 
statements  of  policy.  He  is  an  opportunist,  and  he  tends  to  muddle  through  problems — 
although  he  muddles  with  a  purpose.  He  enmeshes  himself  in  many  operating  matters 
and  does  not  limit  himself  to  "the  big  picture." 


The  upper  reaches  of  management  are  a  land  of  mystery  and  intrigue.  Very  few 
people  have  ever  been  there,  and  the  present  inhabitants  frequently  send  back 
messages  that  are  incoherent  both  to  other  levels  of  management  and  to  the 
world  in  general.  This  may  account  for  the  myths,  illusions,  and  caricatures  that 
permeate  the  literature  of  management — for  example,  such  widely  held  notions 
as  these: 

□  Life  gets  less  complicated  as  a  manager  reaches  the  top  of  the  pyramid. 
DThe  manager  at  the  top  level  knows  everything  that's  going  on  in  the 

organization,  can  command  whatever  resources  he  may  need,  and  therefore  can 
be  more  decisive. 

□  The  general  manager's  day  is  taken  up  with  making  broad  policy  decisions 
and  formulating  precise  objectives. 

□  The  top  executive's  primary  activity  is  conceptualizing  long-range  plans. 

□  In  a  large  company,  the  top  executive  may  be  seen  meditating  about  the 
role  of  his  organization  in  society. 

I  suggest  that  none  of  these  versions  alone,  or  in  combination,  is  an  accurate 
portrayal  of  what  a  general  manager  does.  Perhaps  students  of  the  management 
process  have  been  overly  eager  to  develop  a  theory  and  a  discipline.  As  one 
executive  I  know  puts  it,  "I  guess  I  do  some  of  the  things  described  in  the  books 
and  articles,  but  the  descriptions  are  lifeless,  and  my  job  isn't." 

What  common  characteristics,  then,  do  successful  executives  exhibit  in 
reality?  I  shall  identify  five  skills  or  talents  which,  in  my  experience,  seem 
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especially   significant.    (For  details   on   the   method   used   in   reaching   these 
conclusions,  see  the  Appendix  on  page  88.) 


Keeping  Well  Informed 

First,  each  of  my  heroes  has  a  special  talent  for  keeping  himself  informed  about 
a  wide  range  of  operating  decisions  being  made  at  different  levels  in  the 
company.  As  he  moves  up  the  ladder,  he  develops  a  network  of  information 
sources  in  many  different  departments.  He  cultivates  these  sources  and  keeps 
them  open  no  matter  how  high  he  climbs  in  the  organization.  When  the  need 
arises,  he  bypasses  the  lines  on  the  organization  chart  to  seek  more  than  one 
version  of  a  situation. 

In  some  instances,  especially  when  they  suspect  he  would  not  be  in  total 
agreement  with  their  decision,  his  subordinates  will  elect  to  inform  him  in 
advance,  before  they  announce  a  decision.  In  these  circumstances,  he  is  in  a 
position  to  defer  the  decision,  or  redirect  it,  or  even  block  further  action. 
However,  he  does  not  insist  on  this  procedure.  Ordinarily  he  leaves  it  up  to  the 
members  of  his  organization  to  decide  at  what  stage  they  inform  him. 

Top-level  managers  are  frequently  criticized  by  writers,  consultants,  and 
lower  levels  of  management  for  continuing  to  enmesh  themselves  in  operating 
problems,  after  promotion  to  the  top,  rather  than  withdrawing  to  the  "big 
picture."  Without  any  doubt,  some  managers  do  get  lost  in  a  welter  of  detail  and 
insist  on  making  too  many  decisions.  Superficially,  the  good  manager  may  seem 
to  make  the  same  mistake — but  his  purposes  are  different.  He  knows  that  only 
by  keeping  well  informed  about  the  decisions  being  made  can  he  avoid  the 
sterility  so  often  found  in  those  who  isolate  themselves  from  operations.  If  he 
follows  the  advice  to  free  himself  from  operations,  he  may  soon  find  himself 
subsisting  on  a  diet  of  abstractions,  leaving  the  choice  of  what  he  eats  in  the 
hands  of  his  subordinates.  As  Kenneth  Boulding  puts  it:  "The  very  purpose  of  a 
hierarchy  is  to  prevent  information  from  reaching  higher  layers.  It  operates  as 
an  information  filter,  and  there  are  little  wastebaskets  all  along  the  way."1 

What  kinds  of  action  does  a  successful  executive  take  to  keep  his  information 
live  and  accurate?  Here  is  an  example: 

One  company  president  that  I  worked  with  sensed  that  his  vice  presidents  were 
insulating  him  from  some  of  the  vital  issues  being  discussed  at  lower  levels.  He  accepted 
a  proposal  for  a  formal  management  development  program  primarily  because  it  afforded 
him  an  opportunity  to  discuss  company  problems  with  middle  managers  several  layers 

1.  From  a  speech  at  a  meeting  sponsored  by  the  Crowell  Collier  Institute  of  Continuing 
Education  in  New  York,  as  reported  in  Business  Week,  February  18,  1967,  p.  202. 
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removed  from  him  in  the  organization.  By  meeting  with  small  groups  of  these  men  in  an 
academic  setting,  he  learned  much  about  their  preoccupations,  and  also  about  those  of  his 
vice  presidents.  And  he  accomplished  his  purposes  without  undermining  the  authority  of 
line  managers. 


Focusing  Time  and  Energy 

The  second  skill  of  the  good  manager  is  that  he  knows  how  to  save  his  energy 
and  hours  for  those  few  particular  issues,  decisions,  or  problems  to  which  he 
should  give  his  personal  attention.  He  knows  the  fine  and  subtle  distinction 
between  keeping  fully  informed  about  operating  decisions  and  allowing  the 
organization  to  force  him  into  participating  in  these  decisions  or,  even  worse, 
making  them.  Recognizing  that  he  can  bring  his  special  talents  to  bear  on  only  a 
limited  number  of  matters,  he  chooses  those  issues  which  he  believes  will  have 
the  greatest  long-term  impact  on  the  company,  and  on  which  his  special  abilities 
can  be  most  productive.  Under  ordinary  circumstances  he  will  limit  himself  to 
three  or  four  major  objectives  during  any  single  period  of  sustained  activity. 

What  about  the  situations  he  elects  not  to  become  involved  in  as  a  decision 
maker?  He  makes  sure  (using  the  skill  first  mentioned)  that  the  organization 
keeps  him  informed  about  them  at  various  stages;  he  does  not  want  to  be  accused 
of  indifference  to  such  issues.  He  trains  his  subordinates  not  to  bring  the  matters 
to  him  for  a  decision.  The  communication  to  him  from  below  is  essentially  one 
of:  "Here  is  our  sizeup,  and  here's  what  we  propose  to  do."  Reserving  his 
hearty  encouragement  for  those  projects  that  hold  superior  promise  of  a 
contribution  to  total  corporate  strategy,  he  simply  acknowledges  receipt  of 
information  on  other  matters.  When  he  sees  a  problem  where  the  organization 
needs  his  help,  he  finds  a  way  to  transmit  his  know-how  short  of  giving 
orders — usually  by  asking  perceptive  questions. 


Playing  the  Power  Game 

To  what  extent  do  successful  top  executives  push  their  ideas  and  proposals 
through  the  organization?  The  rather  common  notion  that  the  "prime  mover" 
continually  creates  and  forces  through  new  programs,  like  a  powerful  majority 
leader  in  a  liberal  Congress,  is  in  my  opinion  very  misleading. 

The  successful  manager  is  sensitive  to  the  power  structure  in  the  organiza- 
tion. In  considering  any  major  current  proposal,  he  can  plot  the  position  of  the 
various  individuals  and  units  in  the  organization  on  a  scale  ranging  from 
complete,  outspoken  support  down  to  determined,  sometimes  bitter,  and  often- 
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times  well-cloaked  opposition.  In  the  middle  of  the  scale  is  an  area  of 
comparative  indifference.  Usually,  several  aspects  of  a  proposal  will  fall  into 
this  area,  and  here  is  where  he  knows  he  can  operate.  He  assesses  the  depth  and 
nature  of  the  blocs  in  the  organization.  His  perception  permits  him  to  move 
through  what  I  call  corridors  of  comparative  indifference.  He  seldom  challenges 
when  a  corridor  is  blocked,  preferring  to  pause  until  it  has  opened  up. 

Related  to  this  particular  skill  is  his  ability  to  recognize  the  need  for  a  few 
trial-balloon  launchers  in  the  organization.  He  knows  that  the  organization  will 
tolerate  only  a  certain  number  of  proposals  that  emanate  from  the  apex  of  the 
pyramid.  No  matter  how  sorely  he  may  be  tempted  to  stimulate  the  organization 
with  a  flow  of  his  own  ideas,  he  knows  he  must  work  through  idea  men  in 
different  parts  of  the  organization.  As  he  studies  the  reactions  of  key  individuals 
and  groups  to  the  trial  balloons  these  men  send  up,  he  is  able  to  make  a  better 
assessment  of  how  to  limit  the  emasculation  of  the  various  proposals.  For  seldom 
does  he  find  a  proposal  that  is  supported  by  all  quarters  of  the  organization. 
The  emergence  of  strong  support  in  certain  quarters  is  almost  sure  to  evoke 
strong  opposition  in  others. 

VALUE  OF  SENSE  OF  TIMING 

Circumstances  like  these  mean  that  a  good  sense  of  timing  is  a  priceless  asset  for 
a  top  executive.  Let  me  illustrate: 

A  vice  president  had  for  some  time  been  convinced  that  his  company  lacked  a  sense  of 
direction  and  needed  a  formal  long-range  planning  activity  to  fill  the  void.  Up  to  the  time 
in  question,  his  soft  overtures  to  other  top  executives  had  been  rebuffed.  And  then  he 
spotted  an  opening. 

A  management  development  committee  proposed  a  series  of  weekend  meetings  for 
second-level  officers  in  the  company.  After  extensive  debate,  but  for  reasons  not 
announced,  the  president  rejected  this  proposal.  The  members  of  the  committee  openly 
resented  what  seemed  to  them  an  arbitrary  rejection. 

The  vice  president,  sensing  a  tense  situation,  suggested  to  the  president  that  the  same 
officers  who  were  to  have  attended  the  weekend  management  development  seminars  be 
organized  into  a  long-range  planning  committee.  The  timing  of  his  suggestion  was 
perfect.  The  president,  looking  for  a  bone  to  toss  to  the  committee,  acquiesced 
immediately,  and  the  management  development  committee  in  its  next  meeting  enthusias- 
tically endorsed  the  idea. 

This  vice  president  had  been  conducting  a  kind  of  continuing  market  research  to 
discover  how  to  sell  his  long-range  planning  proposal.  His  previous  probes  of  the 
"market"  had  told  him  that  the  president's  earlier  rejections  of  his  proposal  were  not  so 
final  as  to  preclude  an  eventual  shift  in  the  corridors  of  attitude  I  have  mentioned. 

The  vice  president  caught  the  committee  in  a  conciliatory  mood,  and  his  proposal  rode 
through  with  colors  flying. 


78  Putting  Judgment  Back  into  the  Manager's  Job 

As  a  good  manager  stands  at  a  point  in  time,  he  can  identify  a  set  of  goals  he  is 
interested  in,  albeit  the  outline  of  them  may  be  pretty  hazy.  His  timetable, 
which  is  also  pretty  hazy,  suggests  that  some  must  be  accomplished  sooner  than 
others,  and  that  some  may  be  safely  postponed  for  several  months  or  years.  He 
has  a  still  hazier  notion  of  how  he  can  reach  these  goals.  He  assesses  key 
individuals  and  groups.  He  knows  that  each  has  its  own  set  of  goals,  some  of 
which  he  understands  rather  thoroughly  and  others  about  which  he  can  only 
speculate.  He  knows  also  that  these  individuals  and  groups  represent  blocks  to 
certain  programs  or  projects,  and  that  these  points  of  opposition  must  be  taken 
into  account.  As  the  day-to-day  operating  decisions  are  made,  and  as  proposals 
are  responded  to  both  by  individuals  and  by  groups,  he  perceives  more  clearly 
where  the  corridors  of  comparative  indifference  are.  He  takes  action  ac- 
cordingly. 


The  Art  of  Imprecision 

The  fourth  skill  of  the  successful  manager  is  knowing  how  to  satisfy  the 
organization  that  it  has  a  sense  of  direction  without  ever  actually  getting  himself 
committed  publicly  to  a  specific  set  oj  objectives.  This  is  not  to  say  that  he  does 
not  have  objectives — personal  and  corporate,  long-term  and  short-term.  They 
are  significant  guides  to  his  thinking,  and  he  modifies  them  continually  as  he 
better  understands  the  resources  he  is  working  with,  the  competition,  and  the 
changing  market  demands.  But  as  the  organization  clamors  for  statements  of 
objectives,  these  are  samples  of  what  they  get  back  from  him: 

"Our  company  aims  to  be  number  one  in  its  industry." 
"Our  objective  is  growth  with  profit." 
"We  seek  the  maximum  return  on  investment." 

"Management's  goal  is  to  meet  its  responsibilities  to  stockholders,  employees, 
and  the  public." 

In  my  opinion,  statements  such  as  these  provide  almost  no  guidance  to  the 
various  levels  of  management.  Yet  they  are  quite  readily  accepted  as  objectives 
by  large  numbers  of  intelligent  people. 

MAINTAINING  VIABILITY 

Why  does  the  good  manager  shy  away  from  precise  statements  of  his  objectives 
for  the  organization?  The  main  reason  is  that  he  finds  it  impossible  to  set  down 
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specific  objectives  that  will  be  relevant  for  any  reasonable  period  into  the  future. 
Conditions  in  business  change  continually  and  rapidly,  and  corporate  strategy 
must  be  revised  to  take  the  changes  into  account.  The  more  explicit  the 
statement  of  strategy,  the  more  difficult  it  becomes  to  persuade  the  organization 
to  turn  to  different  goals  when  needs  and  conditions  shift. 

The  public  and  the  stockholders,  to  be  sure,  must  perceive  the  organization  as 
having  a  well-defined  set  of  objectives  and  a  clear  sense  of  direction.  But  in 
reality  the  good  top  manager  is  seldom  so  certain  of  the  direction  which  should 
be  taken.  Better  than  anyone  else,  he  senses  the  many,  many  threats  to  his 
company — threats  that  lie  in  the  economy,  in  the  actions  of  competitors,  and,  not 
least,  within  his  own  organization. 

He  also  knows  that  it  is  impossible  to  state  objectives  clearly  enough  so  that 
everyone  in  the  organization  understands  what  they  mean.  Objectives  get 
communicated  only  over  time  by  a  consistency  or  pattern  in  operating  decisions. 
Such  decisions  are  more  meaningful  than  words.  In  instances  where  precise 
objectives  are  spelled  out,  the  organization  tends  to  interpret  them  so  they  fit  its 
own  needs. 

Subordinates  who  keep  pressing  for  more  precise  objectives  are  in  truth 
working  against  their  own  best  interests.  Each  time  the  objectives  are  stated 
more  specifically,  a  subordinate's  range  of  possibilities  for  operating  are 
reduced.  The  narrower  field  means  less  room  to  roam  and  to  accommodate  the 
flow  of  ideas  coming  up  from  his  part  of  the  organization. 

AVOIDING  POLICY  STRAITJACKETS 

The  successful  manager's  reluctance  to  be  precise  extends  into  the  area  of  policy 
decisions.  He  seldom  makes  a  forthright  statement  of  policy.  He  may  be  aware 
that  in  some  companies  there  are  executives  who  spend  more  time  in  arbitrating 
disputes  caused  by  stated  policies  than  in  moving  the  company  forward.  The 
management  textbooks  contend  that  well-defined  policies  are  the  sine  qua  non 
of  a  well-managed  company.  My  research  does  not  bear  out  this  contention.  For 
example: 

The  president  of  one  company  with  which  I  am  familiar  deliberately  leaves  the 
assignments  of  his  top  officers  vague  and  refuses  to  define  policies  for  them.  He  passes 
out  new  assignments  with  seemingly  no  pattern  in  mind  and  consciously  sets  up 
competitive  ventures  among  his  subordinates.  His  methods,  though  they  would  never  be 
sanctioned  by  a  classical  organization  planner,  are  deliberate— and,  incidentally,  quite 
effective. 

Since  able  managers  do  not  make  policy  decisions,  does  this  mean  that  well- 
managed  companies  operate  without  policies?  Certainly  not.  But  the  policies  are 
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those  that  evolve  over  time  from  an  indescribable  mix  of  operating  decisions. 
From  any  single  operating  decision  might  have  come  a  very  minor  dimension  of 
the  policy  as  the  organization  understands  it;  from  a  series  of  decisions  comes  a 
pattern  of  guidelines  for  various  levels  of  the  organization. 

The  skillful  manager  resists  the  urge  to  write  a  company  creed  or  to  compile 
a  policy  manual.  Preoccupation  with  detailed  statements  of  corporate  objectives 
and  departmental  goals  and  with  comprehensive  organization  charts  and  job 
descriptions — this  is  often  the  first  symptom  of  an  organization  that  is  in  the 
early  stages  of  atrophy. 

The  "management  by  objectives"  school,  so  widely  heralded  in  recent  years, 
suggests  that  detailed  objectives  be  spelled  out  at  all  levels  in  the  corporation. 
This  method  is  feasible  at  lower  levels  of  management,  but  it  becomes 
unworkable  at  the  upper  levels.  The  top  manager  must  think  out  objectives  in 
detail,  but  ordinarily  some  of  the  objectives  must  be  withheld,  or  at  least 
communicated  to  the  organization  in  modest  doses.  A  conditioning  process  that 
may  stretch  over  months  or  years  is  necessary  in  order  to  prepare  the 
organization  for  radical  departures  from  what  it  is  currently  striving  to  attain. 

Suppose,  for  example,  that  a  president  is  convinced  his  company  must  phase 
out  of  the  principal  business  it  has  been  in  for  35  years.  Although  making  this 
change  of  course  is  one  of  his  objectives,  he  may  well  feel  that  he  cannot  disclose 
the  idea  even  to  his  vice  presidents,  whose  total  know-how  is  in  the  present 
business.  A  blunt  announcement  that  the  company  is  changing  horses  would  be 
too  great  a  shock  for  most  of  them  to  bear.  And  so  he  begins  moving  toward  this 
goal  but  without  a  full  disclosure  to  his  management  group. 

A  detailed  spelling  out  of  objectives  may  only  complicate  the  task  of  reaching 
them.  Specific,  detailed  statements  give  the  opposition  an  opportunity  to 
organize  its  defenses. 


Muddling  with  a  Purpose 

The  fifth,  and  most  important,  skill  I  shall  describe  bears  little  relation  to  the 
doctrine  that  management  is  (or  should  be)  a  comprehensive,  systematic,  logical, 
well-programmed  science.  Of  all  the  heresies  set  forth  here,  this  should  strike 
doctrinaires  as  the  rankest  of  all! 

The  successful  manager,  in  my  observation,  recognizes  the  futility  of  trying  to 
push  total  packages  or  programs  through  the  organization.  He  is  willing  to  take 
less  than  total  acceptance  in  order  to  achieve  modest  progress  toward  his  goals. 
Avoiding  debates  on  principles,  he  tries  to  piece  together  particles  that  may 
appear  to  be  incidentals  into  a  program  that  moves  at  least  part  of  the  way 
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toward  his  objectives.  His  attitude  is  based  on  optimism  and  persistence.  Over 
and  over  he  says  to  himself,  "There  must  be  some  parts  of  this  proposal  on 
which  we  can  capitalize." 

Whenever  he  identifies  relationships  among  the  different  proposals  before 
him,  he  knows  that  they  present  opportunities  for  combination  and  restructur- 
ing. It  follows  that  he  is  a  man  of  wide-ranging  interests  and  curiosity.  The 
more  things  he  knows  about,  the  more  opportunities  he  will  have  to  discover 
parts  which  are  related.  This  process  does  not  require  great  intellectual 
brilliance  or  unusual  creativity.  The  wider-ranging  his  interests,  the  more  likely 
that  he  will  be  able  to  tie  together  several  unrelated  proposals.  He  is  skilled  as 
an  analyst,  but  even  more  talented  as  a  conceptualizer. 

If  the  manager  has  built  or  inherited  a  solid  organization,  it  will  be  difficult 
for  him  to  come  up  with  an  idea  that  no  one  in  the  company  has  ever  thought  of 
before.  His  most  significant  contribution  may  be  that  he  can  see  relationships 
that  no  one  else  has  seen.  Take  this  example: 

A  division  manager  had  set  as  one  of  his  objectives,  at  the  start  of  a  year,  an 
improvement  in  product  quality.  At  the  end  of  the  year,  in  reviewing  his  progress  toward 
this  objective,  he  could  identify  three  significant  events  that  had  brought  about  a 
perceptible  improvement. 

First,  the  head  of  the  quality  control  group,  a  veteran  manager  who  was  doing  only  an 
adequate  job,  asked  early  in  the  year  for  assignment  to  a  new  research  group.  This 
opportunity  permitted  the  division  manager  to  install  a  promising  young  engineer  in  this 
key  spot. 

A  few  months  later,  opportunity  number  two  came  along.  The  personnel  department 
proposed  a  continuous  program  of  checking  the  effectiveness  of  training  methods  for  new 
employees.  The  proposal  was  acceptable  to  the  manufacturing  group.  The  division 
manager's  only  contribution  was  to  suggest  that  the  program  should  include  a  heavy 
emphasis  on  employees'  attitudes  toward  quality. 

Then  a  third  opportunity  arose  when  one  of  the  division's  best  customers  discovered 
that  the  wrong  material  had  been  used  for  a  large  lot  of  parts.  The  heat  generated  by  this 
complaint  made  it  possible  to  institute  a  completely  new  system  of  procedures  for 
inspecting  and  testing  raw  materials. 

As  the  division  manager  reviewed  the  year's  progress  on  product  quality,  these  were 
the  three  most  important  developments.  None  of  them  could  have  been  predicted  at  the 
start  of  the  year,  but  he  was  quick  to  see  the  potential  in  each  as  it  popped  up  in  the  day- 
to-day  operating  routines. 


EXPLOITATION  OF  CHANGE 

The  good  manager  can  function  effectively  only  in  an  environment  of  continual 
change.  A  Saturday  Review  cartoonist  has  caught  the  idea  as  he  pictures  an 
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executive  seated  at  a  massive  desk  instructing  his  secretary  to  "send  in  a  deal;  I 
feel  like  wheelin'."  Only  with  many  changes  in  the  works  can  the  manager 
discover  new  combinations  of  opportunities  and  open  up  new  corridors  of 
comparative  indifference.  His  stimulation  to  creativity  comes  from  trying  to 
make  something  useful  of  the  proposal  or  idea  in  front  of  him.  He  will  try  to 
make  strategic  change  a  way  of  life  in  the  organization  and  continually  review 
the  strategy  even  though  current  results  are  good. 

Charles  Lindblom  has  written  an  article  with  an  engaging  title,  "The  Science 
of  Muddling  Through."2  In  this  paper  he  describes  what  he  calls  "the  rational 
comprehensive  method"  of  decision  making.  The  essence  of  this  method  is  that 
the  decision  maker,  for  each  of  his  problems,  proceeds  deliberately,  one  step  at  a 
time,  to  collect  complete  data;  to  analyze  the  data  thoroughly;  to  study  a  wide 
range  of  alternatives,  each  with  its  own  risks  and  consequences;  and,  finally,  to 
formulate  a  detailed  course  of  action.  Lindblom  immediately  dismisses  "the 
rational  comprehensive  method"  in  favor  of  what  he  calls  "successive  limited 
comparisons."  He  sees  the  decision  maker  as  comparing  the  alternatives  that  are 
open  to  him  in  order  to  learn  which  most  closely  meets  the  objectives  he  has  in 
mind.  Since  this  is  not  so  much  a  rational  process  as  an  opportunistic  one,  he 
sees  the  manager  as  a  muddler,  but  a  muddler  with  a  purpose. 

H.  Igor  Ansoff,  in  his  book,  Corporate  Strategy?  espouses  a  similar  notion  as 
he  describes  what  he  calls  the  "cascade  approach."  In  his  view,  possible  decision 
rules  are  formulated  in  gross  terms  and  are  successively  refined  through  several 
stages  as  the  emergence  of  a  solution  proceeds.  This  process  gives  the  appear- 
ance of  solving  the  problem  several  times  over,  but  with  successively  more 
precise  results. 

Both  Lindblom  and  Ansoff  are  moving  us  closer  to  an  understanding  of  how 
managers  really  think.  The  process  is  not  highly  abstract;  rather,  the  manager 
searches  for  a  means  of  drawing  into  a  pattern  the  thousands  of  incidents  that 
make  up  the  day-to-day  life  of  a  growing  company. 

CONTRASTING  PICTURES 

It  is  interesting  to  note,  in  the  writings  of  several  students  of  management,  the 
emergence  of  the  concept  that,  rather  than  making  decisions,  the  leader's 
principal  task  is  maintaining  operating  conditions  which  permit  the  various 
decision-making  systems  to  function  effectively.  The  supporters  of  this  theory,  it 

2.  Readings  in  Managerial  Psychology,  edited  by  Harold  J.  Leavitt  and  Louis  R.  Pondy 
(Chicago,  University  of  Chicago  Press,  1964),  p.  61. 

3.  New  York,  McGraw-Hill  Book  Company,  Inc.,  1965. 
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seems  to  me,  overlook  the  subtle  turns  of  direction  that  the  leader  can  provide. 
He  cannot  add  purpose  and  structure  to  the  balanced  judgments  of  subordinates 
if  he  simply  rubber-stamps  their  decisions.  He  must  weigh  the  issues  and  reach 
his  own  decision. 

Richard  M.  Cyert  and  James  G.  March  contend  that  in  real  life  managers  do 
not  consider  all  the  possible  courses  of  action,  that  their  search  ends  once  they 
have  found  a  satisfactory  alternative.  In  my  sample,  good  managers  are  not 
guilty  of  such  myopic  thinking.  Unless  they  mull  over  a  wide  range  of 
possibilities,  they  cannot  come  up  with  the  imaginative  combinations  of  ideas 
that  characterize  their  work. 

Many  of  the  articles  about  successful  executives  picture  them  as  great 
thinkers  who  sit  at  their  desks  drafting  master  blueprints  for  their  companies. 
The  successful  top  executives  I  have  seen  at  work  do  not  operate  this  way. 
Rather  than  produce  a  full-grown  decision  tree,  they  start  with  a  twig,  help  it 
grow,  and  ease  themselves  out  on  the  limbs  only  after  they  have  tested  to  see 
how  much  weight  the  limbs  can  stand. 

In  my  picture,  the  general  manager  sits  in  the  midst  of  a  continuous  stream  of 
operating  problems.  His  organization  presents  him  with  a  Bow  of  proposals  to 
deal  with  the  problems.  Some  of  these  proposals  are  contained  in  voluminous, 
well-documented,  formal  reports;  some  are  as  fleeting  as  the  walk-in  visit  from  a 
subordinate  whose  latest  inspiration  came  during  the  morning's  coffee  break. 
Knowing  how  meaningless  it  is  to  say,  "This  is  a  finance  problem,"  or,  "That  is 
a  communications  problem,"  the  manager  feels  no  compulsion  to  classify  his 
problems.  He  is,  in  fact,  undismayed  by  a  problem  that  defies  classification.  As 
the  late  Gary  Steiner,  in  one  of  his  speeches,  put  it,  "He  has  a  high  tolerance  for 
ambiguity." 

In  considering  each  proposal,  the  general  manager  tests  it  against  at  least 
three  criteria: 

1.  Will  the  total  proposal — or,  more  often,  will  some  part  of  the  proposal — 
move  the  organization  toward  the  objectives  he  has  in  mind? 

2.  How  will  the  whole  or  parts  of  the  proposal  be  received  by  the  various 
groups  and  subgroups  in  the  organization?  Where  will  the  strongest  opposition 
come  from,  which  group  will  furnish  the  strongest  support,  and  which  group 
will  be  neutral  or  indifferent? 

3.  How  does  the  proposal  relate  to  programs  already  in  process  or  currently 
proposed?  Can  some  parts  of  the  proposal  under  consideration  be  added  on  to  a 
program  already  under  way,  or  can  they  be  combined  with  all  or  parts  of  other 
proposals  in  a  package  that  can  be  steered  through  the  organization? 
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THE  MAKING  OF  A  DECISION 

As  another  example  of  a  general  manager  at  work,  let  me  describe  the  train  of 
events  that  led  to  a  parent  company  president's  decision  to  attempt  to  consoli- 
date two  of  his  divisions: 

Let  us  call  the  executive  Mr.  Brown.  One  day  the  manager  of  Division  A  came  to  him 
with  a  proposal  that  his  division  acquire  a  certain  company.  That  company's  founder 
and  president — let  us  call  him  Mr.  Johansson — had  a  phenomenal  record  of  inventing 
new  products,  but  earnings  in  his  company  had  been  less  than  phenomenal.  Johansson's 
asking  price  for  his  company  was  high  when  evaluated  against  the  earnings  record. 

Not  until  Brown  began  to  speculate  on  how  Johansson  might  supply  fresh  vigor  for 
new  products  in  Division  A  did  it  appear  that  perhaps  a  premium  price  could  be 
justified.  For  several  years  Brown  had  been  unsuccessful  in  stimulating  the  manager  of 
that  division  to  see  that  he  must  bring  in  new  products  to  replace  those  that  were  losing 
their  place  in  the  market. 

The  next  idea  that  came  to  Brown  was  that  Johansson  might  invent  not  only  for 
Division  A  but  also  for  Division  B.  As  Brown  analyzed  how  this  might  be  worked  out 
organizationally,  he  began  to  think  about  the  markets  being  served  by  divisions  A  and  B. 
Over  the  years,  several  basic  but  gradual  changes  in  marketing  patterns  had  occurred, 
with  the  result  that  the  marketing  considerations  that  had  dictated  the  establishment  of 
separate  divisions  no  longer  prevailed.  Why  should  the  company  continue  to  support  the 
duplicated  overhead  expenses  in  the  two  divisions? 

As  Brown  weighed  the  issues,  he  concluded  that  by  consolidating  the  two  divisions,  he 
could  also  shift  responsibilities  in  the  management  groups  in  ways  that  would  strengthen 
them  overall. 

If  we  were  asked  to  evaluate  Brown's  capabilities,  how  would  we  respond? 
Putting  aside  the  objection  that  the  information  is  too  sketchy,  our  tendency 
might  be  to  criticize  Brown.  Why  did  he  not  identify  the  changing  market 
patterns  in  his  continuing  review  of  company  position?  Why  did  he  not  force  the 
issue  when  the  division  manager  failed  to  do  something  about  new  product 
development?  Such  criticism  would  reflect  "the  rational  comprehensive  method" 
of  decision  making. 

But,  as  I  analyze  the  gyrations  in  Brown's  thinking,  one  characteristic  stands 
out.  He  kept  searching  for  the  follow-on  opportunities  that  he  could  fashion  out 
of  the  original  proposal,  opportunities  that  would  stand  up  against  the  three 
criteria  earlier  mentioned.  In  my  book,  Brown  would  rate  as  an  extremely 
skillful  general  manager. 
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Conclusion 

To  recapitulate,  the  general  manager  possesses  five  important  skills.  He  knows 
how  to: 

1.  Keep  open  many  pipelines  of  information.  No  one  will  quarrel  with  the 
desirability  of  an  early  warning  system  that  provides  varied  viewpoints  on  an 
issue.  However,  very  few  managers  know  how  to  practice  this  skill,  and  the 
books  on  management  add  precious  little  to  our  understanding  of  the  techniques 
that  make  it  practicable. 

2.  Concentrate  on  a  limited  number  of  significant  issues.  No  matter  how 
skillful  the  manager  is  in  focusing  his  energies  and  talents,  he  is  inevitably 
caught  up  in  a  number  of  inconsequential  duties.  Active  leadership  of  an 
organization  demands  a  high  level  of  personal  involvement,  and  personal 
involvement  brings  with  it  many  time-consuming  activities  that  have  an 
infinitesimal  impact  on  corporate  strategy.  Hence  this  second  skill,  while 
perhaps  the  most  logical  of  the  five,  is  by  no  means  the  easiest  to  apply. 

3.  Identify  the  corridors  of  comparative  indifference.  Are  there  inferences  here 
that  the  good  manager  has  no  ideas  of  his  own,  that  he  stands  by  until  his 
organization  proposes  solutions,  that  he  never  uses  his  authority  to  force  a 
proposal  through  the  organization?  Such  inferences  are  not  intended.  The 
message  is  that  a  good  organization  will  tolerate  only  so  much  direction  from  the 
top;  the  good  manager  therefore  is  adept  at  sensing  how  hard  he  can  push. 

4.  Give  the  organization  a  sense  of  direction  with  open-ended  objectives.  In 
assessing  this  skill,  keep  in  mind  that  I  am  talking  about  top  levels  of 
management.  At  lower  levels,  the  manager  should  be  encouraged  to  write  down 
his  objectives,  if  for  no  other  reason  than  to  ascertain  if  they  are  consistent  with 
corporate  strategy. 

5.  Spot  opportunities  and  relationships  in  the  stream  of  operating  problems 
and  decisions.  Lest  it  be  concluded  from  the  description  of  this  skill  that  the  good 
manager  is  more  an  improviser  than  a  planner,  let  me  emphasize  that  he  is  a 
planner  and  encourages  planning  by  his  subordinates.  Interestingly,  though, 
professional  planners  may  be  irritated  by  a  good  general  manager.  Most  of  them 
complain  about  his  lack  of  vision.  They  devise  a  master  plan,  but  the  president 
(or  other  operating  executive)  seems  to  ignore  it,  or  to  give  it  minimum 
acknowledgment  by  borrowing  bits  and  pieces  for  implementation.  They  seem 
to  feel  that  the  power  of  a  good  master  plan  will  be  obvious  to  everyone,  and  its 
implementation  automatic.  But  the  general  manager  knows  that  even  if  the  plan 
is  sound  and  imaginative,  the  job  has  only  begun.  The  long,  painful  task  of 
implementation  will  depend  on  his  skill,  not  that  of  the  planner. 
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PRACTICAL  IMPLICATIONS 

If  this  analysis  of  how  skillful  general  managers  think  and  operate  has  validity, 
then  it  should  help  us  see  several  problems  in  a  better  light. 

Investment  Analysis: 

The  investment  community  is  giving  increasing  attention  to  sizing  up  the 
management  of  a  company  being  appraised.  Thus  far,  the  analysts  rely  mainly 
on  results  or  performance  rather  than  on  a  probe  of  management  skills.  But 
current  performance  can  be  affected  by  many  variables,  both  favorably  and 
unfavorably,  and  is  a  dangerous  base  for  predicting  what  the  management  of  a 
company  will  produce  in  the  future.  Testing  the  key  managers  of  a  company 
against  the  five  skills  described  holds  promise  for  evaluating  the  caliber  of  a 
management  group. 

Incidentally,  I  believe  that  the  manager  who  is  building  his  own  company  and 
the  man  who  is  moving  up  through  the  hierarchy  of  a  larger  organization 
require  essentially  the  same  capabilities  for  success. 

The  Urge  To  Merge: 

In  today's  frenzy  of  acquisitions  and  mergers,  why  does  a  management  usually 
prefer  to  acquire  a  company  rather  than  to  develop  a  new  product  and  build  an 
organization  to  make  and  sell  it?  One  of  the  reasons  can  be  found  in  the  way  a 
general  manager  thinks  and  operates.  He  finds  it  difficult  to  sit  and  speculate 
theoretically  about  the  future  as  he  and  his  subordinates  fashion  a  plan  to 
exploit  a  new  product.  He  is  much  more  at  home  when  taking  over  a  going 
concern,  even  though  he  anticipates  he  will  inherit  many  things  he  does  not 
want.  In  the  day-to-day  operation  of  a  going  concern,  he  finds  the  milieu  to 
maneuver  and  conceptualize. 

Promotion  Practices: 

Scarcely  any  manager  in  any  business  can  escape  the  acutely  painful  responsi- 
bility to  identify  men  with  potential  for  growth  in  management  and  to  devise 
methods  for  developing  them  for  broader  responsibilities.  Few  line  managers  or 
staff  professionals  have  genuine  confidence  in  the  yardsticks  and  devices  they 
use  now.  The  five  skills  offer  possibilities  for  raising  an  additional  set  of 
questions  about  management  appraisal  methods,  job  rotation  practices,  on-the- 
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job  development  assignments,  and  the  curricula  of  formal  in-house  management 
development  programs. 

One  group  of  distinguished  executives  ignores  with  alarming  regularity  the 
implications  of  the  five  skills.  These  are  the  presidents  of  multidivision 
companies  who  "promote"  successful  division  managers  to  the  parent  company 
level  as  staff  officers.  Does  this  recurring  phenomenon  cast  doubt  on  the  validity 
of  my  theory?  I  think  not.  To  the  contrary,  strong  supporting  evidence  for  my 
thesis  can  be  found  in  the  results  of  such  action.  What  happens  is  that  line 
managers  thus  "promoted"  often  end  up  on  the  sidelines,  out  of  the  game  for  the 
rest  of  their  careers.  Removed  from  the  tumult  of  operations,  the  environment 
that  I  contend  is  critical  for  their  success,  many  of  them  just  wither  away  in 
their  high-status  posts  as  senior  counselors  and  never  become  effective. 


Appendix  to  Chapter  6 

Basis  of  Conclusions  in  This  Article 


I  have  reached  the  conclusions  outlined  here  after  working  closely  with  many 
managers  in  many  different  companies.  In  truth,  the  managers  were  not 
preselected  with  research  in  mind.  Never  did  I  tell  the  man  that  he  was  being 
studied,  nor  was  I  in  fact  studying  his  behavior.  Research  was  not  the  purpose 
of  our  relationship.  We  were  collaborating  to  solve  some  real  problem. 

Researching  the  management  process  when  the  manager  is  aware  that  he  is 
being  studied  sometimes  produces  strange  results.  Rarely  is  a  good  executive 
able  to  think  objectively  about  the  management  process  as  it  is  exemplified  in  his 
own  methods.  When  he  tries  to  explain  to  a  researcher  or  writer,  he  tends  to  feel 
compelled  to  develop  rational,  systematic  explanations  of  how  he  does  his  job — 
explanations  that  in  my  opinion  are  largely  fictional. 

A  manager  cannot  be  expected  to  describe  his  methods  even  if  he  understands 
them.  They  border  on  manipulation,  and  the  stigma  associated  with  manipula- 
tion can  be  fatal.  If  the  organization  ever  identifies  him  as  a  manipulator,  his  job 
becomes  more  difficult.  No  one  willingly  submits  to  manipulation,  and  those 
around  him  organize  to  protect  themselves.  And  yet  every  good  manager  does 
have  to  manipulate. 

My  definition  of  a  good  manager  is  a  simple  one:  under  competitive  industry 
conditions,  he  is  able  to  move  his  organization  significantly  toward  the  goals  he 
has  set,  whether  measured  by  higher  return  on  investment,  product  improve- 
ment, development  of  management  talent,  faster  growth  in  sales  and  earnings, 
or  some  other  standard.  Bear  in  mind  that  this  definition  does  not  refer  to  the 
administrator  whose  principal  role  is  to  maintain  the  status  quo  in  a  company 
or  in  a  department.  Keeping  the  wheels  turning  in  a  direction  already  set  is  a 
relatively  simple  task,  compared  to  that  of  directing  the  introduction  of  a 
continuing  flow  of  changes  and  innovations,  and  preventing  the  organization 
from  flying  apart  under  the  pressure.  — The  Author 
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Putting  Judgment  Back  into  Decisions 

Larry  E.  Greiner,  D.  Paul  Leitch,  and  Louis  B.  Barnes 


Do  modern  information  systems,  which  provide  management  with  computer-generated 
indexes  of  performance ,  help  managers  to  make  sound  judgments  about  an  organization's 
effectiveness?  An  extensive  study  made  by  the  authors  in  a  large  organization  raises 
serious  doubts.  The  evidence  from  the  study  indicates  that  informed  managers  still  rely 
much  more  on  qualitative  than  quantitative  criteria  in  appraising  performance,  even 
when  the  quantitative  measures  are  available  and  in  use.  Furthermore,  those  managers 
who  use  more  subjective  data  tend  to  agree  more  with  one  another  than  those  who  depend 
on  highly  quantified  information.  The  findings  have  significant  implications  for  manage- 
ment training  and  for  the  planning  of  information  systems. 


Top  managers  are  currently  inundated  with  reams  of  information  concerning 
the  performance  of  organizational  units  under  their  supervision.  Behind  this 
information  explosion  lies  a  seemingly  logical  assumption  made  by  information 
specialists  and  frequently  accepted  by  line  managers:  if  top  management  can  be 
supplied  with  more  "objective"  and  "accurate"  quantified  information,  they  will 
make  "better"  judgments  about  the  performance  of  their  operating  units. 

But  how  valid  is  this  assumption?  A  research  study  we  have  recently 
completed  indicates  that  quantified  performance  information  may  have  a  more 
limited  role  than  is  currently  assumed  or  envisioned;  in  fact,  managers  rely  more 
on  subjective  information  than  they  do  on  so-called  "objective"  statistics  in 
assessing  the  overall  performance  of  lower-level  units. 


The  Human  Factor 

Despite   the   increasing  desire   for  and   trend   toward   the  quantification   of 
performance  results,  most  managers  are  the  first  to  admit  that  their  performance 

authors'  note:  We  are  grateful  to  the  Internal  Revenue  Service  and  the  Division  of  Research, 
Harvard  Business  School,  for  supporting  this  study. 
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assessments  begin  and  end  with  human  judgment.  Managers  determine  what 
kinds  of  performance  information  to  collect;  and  later,  when  this  information  is 
in  front  of  them,  they  study  the  data,  make  up  their  minds,  and  decide  what  to 
do.  For  example,  here  is  how  a  vice  president  of  finance  in  a  large  steel  company 
describes  the  importance  of  human  judgment  in  assessing  organization  perform- 
ance: "We  have  capital  budgets,  we  have  fixed  budgets,  we  have  variable 
budgets,  we  have  standard  costs.  We  have  the  full  assortment.  None  of  our 
controls  is  100%  effective.  None  replaces  subjective  judgment."1 

There  are  several  reasons  why  managerial  judgment  is  critical  in  evaluating  the 
performance  of  lower-level  units  in  today's  organizations: 

□  Organizations  are  becoming  so  large  and  complex  that,  as  yet,  no  universal 
mathematical  formulas  exist  for  encompassing  all  the  variables  that  reflect  the 
total  performance  of  a  particular  subunit. 

□  Events  within  and  around  an  organization  change  so  rapidly  that  indica- 
tors of  "good"  performance  last  year  may  not  be  appropriate  this  year. 

□  Managers  are  frequently  aware  of  nonquantifiable  factors  that  information 
specialists  don't  usually  hear  about  or  record  on  their  standard  forms. 

□  Ultimately,  it  is  managers,  not  computers,  that  must  make  decisions  based 
on  their  assessments  of  performance.  If  a  manager  makes  a  "biased"  judgment 
of  performance,  then  his  actions  are  also  likely  to  be  "biased." 

In  this  article,  we  shall  describe  the  purpose  and  methods  of  our  study.  Then  we 
will  present  the  major  findings,  which  at  times  are  coupled  with  some  broad 
implications  for  management.  Finally,  we  shall  conclude  with  more  specific 
suggestions  for  improving  the  quality  of  performance  judgments  in  organiza- 
tions. 

In  particular,  we  shall  consider  these  important  questions  that  bear  on  the 
judgmental  process: 

□  How  important  relatively  are  quantitative  and  qualitative  criteria  to 
managers  in  making  judgments  of  performance?  (If  quantitative  criteria  are  less 
important  than  assumed,  then  the  organization  may  be  able  to  redirect  the 
activities  of  computers  and  staff  analysts  to  use  them  more  efficiently.) 

□  Are  managers  consistent  from  one  day  to  the  next  in  their  judgments? 

□  Do  managers  agree  more  on  current  effectiveness  than  they  do  on  changes 
in  effectiveness  over  time? 

□  Can  managers  actually  agree  with  each  other  in  assessing  the  performance 
of  organizational  units  beneath  them?  (If  they  can't,  then  they  are  likely  to  give 
off  conflicting  signals  to  lower  levels.) 

I.  Letter  from  Robert  Jacobs,  "From  the  Thoughtful  Businessman,"  HBR  January  -  February 
1967,  p.  48. 
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□  Must  managers  agree  on  specific  criteria  if  they  are  to  agree  in  their  overall 
judgments  about  performance? 

D  Does  a  manager's  position  in  the  organization  affect  his  judgments  of 
performance?  (If  it  does,  misunderstandings  among  managerial  levels  are  likely 
to  ensue.)  *. 


How  the  Study  Was  Made 

We  conducted  our  investigation  in  a  large  government  agency,  the  Internal 
Revenue  Service.  Although  the  IRS  is  not  a  business  organization,  it  does 
contain  many  elements  common  to  most  large,  complex  organizations.  More 
than  60,000  people  are  employed  by  the  IRS  in  either  the  national  office 
headquarters  or  the  7  regional  and  58  district  offices,  or  the  7  computer  service 
centers.  The  IRS  organization  is  also  divided  functionally  into  several  major 
divisions,  with  each  division  having  a  representative  group  at  all  regional  and 
most  district  offices.  The  measurement  of  performance  is  a  key  concern  of  IRS 
managers;  many  statistical  indicators  of  performance  are  regularly  collected, 
including  indexes  of  costs,  output,  and  morale. 

Top  management  in  the  IRS  became  interested  in  having  a  study  made  partly 
out  of  curiosity  about  the  reliability  of  their  performance  assessments  of  district 
operations.  Despite  their  access  to  many  quantitative  performance  measures, 
they  readily  acknowledged  that  their  overall  assessments  of  district  performance 
depended,  in  the  final  analysis,  on  subjective  judgment.  At  the  national  office 
level,  managers  were  interested  in  knowing  if  they  agreed  with  their  counter- 
parts at  the  regional  level,  and  vice  versa.  In  addition,  managers  at  all  levels 
were  curious  about  the  degree  to  which  they  relied  on  quantitative  versus 
qualitative  information  in  forming  their  judgments. 

The  study  focused  on  three  types  of  performance  evaluation  mentioned  most 
frequently  in  initial  interviews  with  IRS  managers  at  the  national  and  regional 
levels: 

1.  The  current  effectiveness  of  divisional  subunits  within  a  district.  (This  is 
important  because  it  provides  early  signs  of  problems  in  the  making.) 

2.  The  performance  improvement  of  these  units  over  the  preceding  18 
months.  (This  adds  perspective  to  the  judgments  of  current  effectiveness, 
especially  when  a  currently  high-performing  unit  is  slipping  or  a  low-perform- 
ing unit  is  improving.) 

3.  Specific  reasons  for  a  unit's  performance  improvement,  or  lack  of  it.  (This 
provides  more  precise  clues  for  taking  corrective  action.  For  example,  corrective 
action  might  be  quite  different  if  the  reason  were  judged  to  be  an  uncontrollable 
"natural  disaster"  rather  than  a  "lack  of  leadership.") 
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THE  JUDGING  PROCEDURE 

To  investigate  how  the  IRS  top  managers  evaluated  these  three  performance 
dimensions,  we  formed  15  panels,  representing  5  headquarters  divisions  and  10 
regional  divisions;  see  Exhibit  7.  Each  panel  consisted  of  2  to  5  managers  acting 
as  judges.  Insofar  as  possible,  judges  were  selected  for  their  familiarity  with  the 
performance  of  their  particular  divisions  at  the  district  level  and  for  their 
"objectivity"  in  assessing  subunit  performance. 

The  procedure  we  used  to  study  the  performance  judgments  of  these  15 
panels  is  described  in  Exhibit  II.  We  have  covered  this  method  in  some  detail 
because,  as  we  shall  suggest  later,  other  organizations  may  be  interested  in 


Exhibit  I.  Location  of  judges'  panels 
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Exhibit  II.  Steps  in  the  judging  procedure 


Step  I:  Each  judge  received  a  folder  containing  a  range  of  performance  information  on 
each  unit  to  be  evaluated.  This  was  done  to  provide  a  common  starting  point.  The 
information  covered  an  18-month  time  period.  Some  of  it  was  statistical  (for  example, 
productivity  indexes),  and  some  was  more  subjective  (such  as  "personnel  management" 
conditions).  Each  judge  was  asked  to  study  this  information  thoroughly  for  two  days, 
then  put  it  away  and  not  look  at  it  again. 

Step  2:  Each  judge  received  two  identical  decks  of  cards.  One  deck  was  to  be  used  for 
judging  overall  current  effectiveness,  while  the  other  was  forjudging  overall  performance 
improvement  over  18  months.  Each  card  within  a  deck  listed  a  pair  of  comparable 
divisional  units  from  two  different  district  offices  (for  example,  Division  A  from  District 
1  as  compared  with  Division  A,  District  2).  All  possible  combinations  of  district  pairs 
were  covered  in  each  deck.  Numerous  precautions  were  taken  in  the  construction  of  each 
deck  to  prevent  bias.  For  example,  the  order  in  which  pairs  were  presented  was 
determined  by  a  random  number  table  so  as  to  delete  any  effects  due  to  order  of 
presentation.  Also,  each  unit  appeared  the  same  number  of  times  on  the  left  side  as  it  did 
on  the  right  side  of  each  card  so  as  to  cancel  effects  of  placement. 

Steps  3  &  4:  Each  judge  was  instructed  to  circle  the  unit  on  each  card  that  had  the 
higher  performance,  using  one  deck  forjudging  current  effectiveness  and  the  second  deck 
for  evaluating  improvement.  Half  the  judges  were  asked  to  make  their  effectiveness 
judgments  first,  while  the  other  half  made  their  improvement  judgments  first.  This  was 
done  to  counter  any  biasing  effects  arising  from  making  one  type  of  judgment  before  the 
other.  In  addition,  judges  were  asked  not  to  confer  with  other  judges,  so  as  to  ensure  that 
each  judge  was  making  an  independent  assessment. 

Steps  5  &  6:  Three  days  after  Steps  3  &  4  were  completed,  each  judge  was  given  two 
more  decks  of  cards,  both  identical  in  format  to  the  first  two  decks.  His  instructions  were 
to  repeat  exactly  the  procedure  followed  in  making  the  first  judgments.  Our  intent  here 
was  to  find  out  if  judgments  were  stable  from  one  time  period  to  the  next. 

Step  7:  As  a  final  step,  each  judge  was  asked  to  write  three  reasons  on  the  back  of  each 
card  in  the  improvement  deck  to  explain  why  he  had  picked  one  unit  over  another.  From 
this  information,  we  hoped  to  learn  more  about  the  specific  criteria  that  each  judge  was 
using. 


undertaking  similar  studies.  (This  is  the  first  study,  as  far  as  we  know,  that  has 
designed  and  utilized  a  methodology  for  systematically  examining  managerial 
judgments  of  subunit  performance.) 

When  each  judge  had  completed  the  procedure  described  in  Exhibit  II,  he 
sent  his  data  cards  directly  to  us  for  analysis.  Our  analytical  procedure  was 
based  largely  on  a  mathematical  technique  called  correlation  analysis.  First,  we 
totaled  the  number  of  times  that  each  judge  chose  one  unit  over  another.  From 
these  totals  we  computed  for  each  judge  a  rank  order  of  those  units  evaluated  by 
him;  the  unit  chosen  most  over  other  units  received  a  rank  of  "1,"  and  so  forth 
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Exhibit  III.  Level  of  overall  agreement 
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down  the  list.  Then  this  rank  order  was  correlated  against  the  rank  orders  for 
the  other  judges  in  each  panel.  This  produced  a  "level  of  agreement"  within 
each  of  the  15  panels. 

Additional  correlations  were  also  computed  between  panels  by  comparing  an 
overall  rank  order  for  each  panel  (based  on  an  average  of  individual  rank 
orders)  with  the  overall  rank  order  for  other  panels.  Perfect  agreement  between 
rank  orders,  as  measured  by  a  statistical  correlation,  was  +1.00,  while  perfect 
disagreement  was  —1.00.  There  is  no  fixed  rule  for  determining  an  "accept- 
able" correlation  of  agreement,  although  the  following  guideline  tends  to  be 
commonly  used  in  research: 

+.9  or  —.9  =  high  correlation 
+.7  or  —.7  =  substantial  correlation 
+.5  or  —.5  =  moderate  correlation 
+  .3  or  —.3  =  low  correlation 


Agreement  Among  Managers 

A  basic  and  critical  question  for  any  management  is:  Can  our  managers  agree 
with  one  another  about  the  performance  of  units  under  their  supervision? 
Pessimists  contend  that  managers  cannot  mentally  assimilate  and  agree  on  all 
the  complex  performance  data  available,  or  that  managers  are  such  an  idiosyn- 
cratic lot  psychologically  that  it  is  impossible  for  them  to  agree  with  one 
another.  On  the  other  hand,  optimists  argue  that  managers  are  quite  adept  at 
simplifying  complex  information,  being  far  more  logical  and  objective  than  the 
pessimists  might  believe. 

Our  findings  strongly  support  the  optimists.  While  we  cannot  answer  the 
agreement  question  for  all  organizations,  Exhibit  III  does  reveal  that  the 
particular  managers  we  studied  were,  in  general,  able  to  reach  a  substantial 
level  of  agreement  in  their  overall  judgments  of  both  current  effectiveness  and 
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performance  improvement.  There  was  also  a  high  correlation  between  their 
first-day  and  third-day  judgments  on  both  performance  measurements. 

The  critical  reader  should  ask,  of  course,  if  high  agreement  was  merely  a 
product  of  common  "bias"  among  the  judges  within  each  panel.  If  such  a  bias 
did  exist,  this  would  be  disturbing  because  IRS  managers,  while  in  overall 
agreement,  could  be  making  inaccurate  assessments.  One  check  on  the  amount 
of  bias  was  to  examine  the  extent  of  agreement  between  each  divisional  panel  at 
the  regional  level  and  its  counterpart  panel  at  the  national  office.  These  panels 
all  reported  to  different  bosses  and  were  separated  by  large  physical  distances. 
Under  these  conditions  of  limited  authority  and  interaction  we  felt  that  high 
agreement  between  national  and  regional  office  panels  could  not  be  explained  in 
terms  of  a  commonly  shared  bias. 

The  findings  indeed  revealed  considerable  agreement  between  regional  and 
national  office  panels  from  each  of  the  five  divisions:  an  average  of  +.75  for 
their  current  effectiveness  judgments  and  +.65  for  their  performance  improve- 
ment judgments.  Therefore,  we  think  it  reasonable  to  infer  that  common  bias 
was  not  a  strong  contributing  factor  toward  high  agreement. 

The  improvement  evaluation  is  obviously  a  complex  assessment,  which 
includes  many  subjective  considerations  and  also  requires  a  longer  time  perspec- 
tive. Yet  IRS  managers  seemed  to  find  themselves  on  relatively  the  same 
historical  wave  length.  This  finding  is  important  because  a  manager's  aware- 
ness of  performance  trends  is  often  what  tempers  his  action-taking  plans.  Lack 
of  agreement  about  trends  could  produce  not  only  inappropriate  actions  but  also 
conflicting  decisions  from  different  managers. 

At  the  same  time,  we  should  point  out  that  a  considerable  range  existed 
between  panels  with  the  lowest  and  highest  levels  of  internal  agreement.  For 
current-effectiveness  judgments,  the  lowest  agreement  panel  had  an  internal 
correlation  of  +.16,  while  the  highest  agreement  panel  had  +.99.  For  perform- 
ance-improvement judgments,  the  internal  correlation  was  +.10  for  the  lowest 
agreement  panel  and  +1.00  for  the  highest  panel.  Thus,  a  large  majority  of 
panels  revealed  substantial  internal  agreement,  while  a  few  panels  revealed 
much  disagreement.  This  suggests  the  importance  of  discovering  the  factors  that 
block  agreement  on  some  panels  and  the  factors  that  cause  high  agreement  on 
others. 


EFFECT  OF  DISTANCE 

We  found  two  important  organizational  variables  that  seemed  to  distinguish 
between  high-  and  low-agreement  panels.  The  most  potent  variable  appeared  to 
be  "organizational  distance."  Exhibit  IV  shows  not  only  that  members  of 
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national  office  panels  (two  levels  removed  from  districts)  agreed  less  with  one 
another  in  comparison  with  judges  on  regional  office  panels  (one  level  removed), 
but  also  that  their  judgments  were  less  stable  from  Day  1  to  Day  3. 

We  prefer  the  term  organizational  distance  to  physical  distance  because  the 
Region  I  office  and  its  12  districts  were  located  within  600  miles  of  Washington, 
while  the  Region  II  office  and  its  9  districts  were  situated  more  than  1 ,300  miles 
away.  Yet  national  office  panels  did  not  reach  any  more  agreement  about  the 
closer  Region  I  districts  than  they  did  about  the  more  remote  Region  II  districts. 
It  appears  that  sitting  close  to  the  top  of  the  organizational  pyramid  is  not 
necessarily  the  easiest  or  best  vantage  point  for  assessing  field  unit  performance. 
Undoubtedly,  certain  information  disappears  in  the  gap  between  levels,  never 
reaching  the  top. 

For  us,  these  findings  raise  doubts  about  concentrating  too  much  decision- 
making power  at  the  top  of  large  organizations  when  the  decision  to  be  made  is 
based  on  the  evaluation  of  performance.  They  also  cause  one  to  question  an 
overreliance  on  centralized  information  systems.  Centralized  systems,  because  of 
their  remoteness  and  need  for  uniformity,  may  be  particularly  insensitive  to 
what  is  happening  in  each  field  unit. 

Exhibit  IV.  Relationship  between  organizational  distance  and  level  oj  overall  agreement 
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THE  EFFECT  OF  SIZE 

A  second  important,  but  less  pronounced,  organizational  variable  was  the  size  of 
functional  divisions.  Exhibit  V  reveals  that  panels  from  the  two  largest  agency 
divisions  (A  and  B),  each  of  which  employed  more  than  twice  as  many  people  as 
any  other  division,  reached  lower  levels  of  agreement.  These  large  division 
panels,  regardless  of  their  level  in  the  organization,  seemed  to  have  particular 
difficulty  in  assessing  performance  improvement  over  time. 

Managers  in  large  divisions  are  often  physically  and  organizationally  sepa- 


Exhibit  V.  Relationship  between  organization  size  and  level  of  overall  agreement 


Current 
effectiveness 


Performance 

improvement 

over  18  months 


Average  correlation  of 

agreement  within: 

6  large  division  panels 
9  small  division  panels 

Average  correlation  of 
agreement  between  Day  1 
and  Day  3  judgments  for: 
22  large  division  judges 
28  small  division  judges 


+.73 
+.82 


+.83 
+.92 


+.48 
+.86 


+  .73 
+.89 


rated;  they  also  become  more  specialized  in  their  job  functions.  As  a  result,  their 
communications  are  likely  to  be  less  frequent  and  conducted  from  narrower 
frames  of  reference.  Further  evidence  of  this  communications  breakdown  was 
found  in  the  fact  that  large  division  panels  from  the  national  office  agreed  with 
their  counterpart  panels  at  the  regional  offices  only  at  the  level  of  +.46  when 
judging  performance  improvement,  while  national  and  regional  panels  from 
small  divisions  agreed  with  each  other  at  a  much  higher  level,  +.83,  in  judging 
improvement.  Apparently,  the  communications  pipeline  between  national  and 
regional  levels  was  more  open  in  small  divisions. 

Both  Exhibit  IV and  Exhibit  Kmake  clear  that  the  performance  judgments  of 
IRS  managers  are  affected  by  their  positions  in  the  organizations.  We  suspect 
that  the  same  findings  apply  to  other  large  organizations  as  well.  If  a  manager  is 
located  at  headquarters,  he  is  less  likely  to  agree  with  his  colleagues.  In 
addition,  if  he  is  in  a  large  division,  he  is  less  likely  to  agree  not  only  with  his 
peers  at  headquarters  but  also  with  managers  at  the  next  lower  level  in  his 
division.  Judgments  of  current  effectiveness  probably  will  not  be  as  strongly 
affected  by  these  organizational  forces  as  are  judgments  of  performance  im- 
provement. 

Lower  level  managers,  because  they  can  agree  more  with  each  other,  may  be 
able  to  teach  higher  level  managers  a  few  of  their  trade  secrets.  Some  clues  to 
these  trade  secrets  became  more  obvious  when  we  focused  on  the  specific  criteria 
used  by  high-agreement  panels. 


Criteria  for  Judgment 

While  broader  organizational  forces  (distance  and  size)  produced  variations  in 
judgment,  the  specific  criteria  used  by  judges  also  contributed  to  differences  in 
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Exhibit  VI.  Most  frequently  mentioned  criteria 


Rank  Rating  on  5-point  scale* 

1.  Quality  and  effectiveness  of  management  4 

2.  Productivity  measurements  1 

3.  Manpower  utilization  4 

4.  Overall  improvement,  status  quo,  or  decline  3 

5.  Inventory  level  of  uncollected  TDAs  (taxpayer  delinquent  accounts)  1 

6.  Progress  and  achievement  of  established  objectives  and  planned  programs  4 

7.  Morale  4 

8.  Management  participation  and  concern  in  local  problem  solving  5 

9.  Potential  available  and  use  to  which  potential  is  put  4 
10.  Improved  quality  and  composition  and  balance  of  fieldwork  5 

'1=  highly  quantitative;  2  =  more  quantitative  than  qualitative;  3=mixed  quantitative  and 
qualitative;  4  =  more  qualitative  than  quantitative;  and  5=highly  qualitative. 


agreement.  An  analysis  was  made  of  the  criteria  filled  out  by  judges  on  the 
reverse  sides  of  their  "performance  improvement"  cards. 

As  a  first  step,  we  arranged  for  an  independent  group  of  IRS  analysts  in 
Washington  to  categorize  the  criteria  reported  by  the  50  judges.  This  group  of 
analysts  individually  rated  each  of  the  reasons  given  by  the  judges  on  a  5-point 
scale:  a  rating  of  4  or  5  was  given  to  highly  qualitative  criteria,  a  3  to  mixed 
qualitative  and  quantitative  criteria,  and  a  1  or  2  to  highly  quantitative  criteria. 
One  example  of  a  qualitative  criterion  was  "management  is  setting  challenging 
goals,"  while  a  quantitative  one  was  "time  spent  per  average  case." 

Exhibit  VI  shows  the  ranking  of  the  10  most  frequently  mentioned  criteria. 
The  phrasing  of  these  criteria  was  done  by  the  IRS  national  office  analysts,  who 
inferred  the  categories  from  a  variety  of  specific  phrases  found  on  the  judges' 
cards.  Some  categories  are  unique  to  IRS  operations,  but  they  indicate  general 
types  of  criteria  that  could  apply  to  other  organizations  as  well.  Important  here 
is  the  fact  that  a  large  majority  of  items  (7  out  of  10)  are  qualitative  (rated  4  or 
5  on  the  rating  scale),  although  two  strongly  quantitative  criteria  (rated  1)  were 
also  mentioned  by  the  judges.  The  most  important  criterion  was  "quality  and 

Exhibit  VII.  Consensus  about  criteria 

Used  by  all    Used  by  some  but  Used  by  only 

members        not  all  members  one  member 

Four  high- 
agreement  panels  44%  15%  41% 
Four  low- 
agreement  panels                                                    12                                 17  71 


98 


Putting  Judgment  Back  into  Decisions  99 

effectiveness  of  management";  it  was  used  by  judges  in  13  of  the  15  panels. 

From  this  initial  categorizing  process,  we  found  that  92  different  criteria  were 
used  by  the  entire  group  of  judges.  These  criteria  divided  themselves  into  39% 
qualitative,  22%  mixed,  and  39%  quantitative,  based  on  the  ratings  assigned  by 
the  IRS  analysts.  Of  significant  interest  here  is  the  fact  that  such  a  high 
percentage  of  qualitative  criteria  were  used.  The  IRS  devotes  considerable 
manpower  and  money  to  quantifying  performance  results;  yet  these  numerical 
results  played  a  more  limited  role  than  we  suspected. 

NUMBER  OF  FACTORS 

Next  we  compared  the  criteria  used  by  four  high-agreement  panels  (those 
panels  with  an  internal  correlation  of  +.84  or  better)  with  the  criteria  used  by 
four  low-agreement  panels  (those  with  an  internal  correlation  of  +.30  or 
lower).  Here  we  did  not  find  any  significant  difference  in  the  total  number  of 
criteria  used;  that  is,  low-agreement  panels  did  not  appear  to  be  confusing 
themselves  with  too  many  criteria.  High-agreement  panels  averaged  11.8 
different  criteria  per  panel,  and  low-agreement  panels,  12.8.  One  high-agree- 
ment panel  used  as  few  as  7  criteria,  while  another  used  20.  Approximately  the 
same  range  of  total  criteria  (6  to  20)  was  found  among  low-agreement  panels. 

POINTS  OF  AGREEMENT 

An  important  distinction  was  discovered  in  the  extent  of  common  criteria  used 
by  high-agreement  panels.  Exhibit  VII  reveals  that  44%  of  the  criteria  used  in 
each  high-agreement  panel  were  commonly  used  by  every  judge  within  that 
panel.  Only  12%  of  the  criteria  used  in  low-agreement  panels  were  common  to 
every  judge. 

We  conclude  from  Exhibit  VII  that  lack  of  agreement  about  specific  criteria 
probably  results  in  lack  of  agreement  about  the  overall  performance  of  a  unit. 
At  the  same  time,  we  should  point  out  that  "perfect"  agreement  on  specific 
criteria  is  not  essential;  a  high  percentage  of  criteria  (41%)  were  unique  to 
individual  judges  in  high-agreement  panels.  Apparently,  many  judges  took 
somewhat  different  reasoning  paths  to  arrive  at  essentially  the  same  end  result. 

A  broad  implication  here  is  that,  while  managements  should  work  toward 
agreement  on  criteria  for  evaluating  overall  performance,  they  should  also  leave 
some  latitude  for  each  manager  to  select  his  own  reasons.  All  too  many 
managements  spend  endless  meeting  hours  trying  to  agree  on  a  limited  number 
of  criteria.  According  to  our  findings,  this  costly  and  often  frustrating  task  may 
not  be  necessary. 


Exhibit  VIII. 

Type 

of  criteria 

and  level  of  overall  agreement 

Types  of  criteria  used 

Quantitative                     Mixed 

Qualitative 

Four  high- 
agreement  panels  17%  14%  69% 
Four  low- 
agreement  panels                                                 68                                12                               20 


QUALITATIVE  CRITERIA 

One  very  significant  finding  was  that  high-agreement  panels  used  considerably 
more  qualitative  than  quantitative  criteria  in  making  their  decisions.  Exhibit 
VIII  shows  that  69%  of  the  criteria  used  by  high-agreement  panels  were 
qualitative,  compared  to  only  20%  for  low-agreement  panels.  Low-agreement 
panels  used  68%  quantitative  criteria  yet  could  reach  only  an  overall  agreement 
level  of  no  better  than  +.31.  Furthermore,  we  found  that  the  only  criteria  that 
low-agreement  panels  could  completely  agree  on  were  quantitative  criteria; 
there  was  far  less  agreement  on  qualitative  criteria.  This  suggests  that  if 
managers  want  to  be  more  in  line  with  their  colleagues  in  assessing  total 
performance,  they  need  not  only  to  use  a  greater  proportion  of  qualitative 
criteria,  but  also  to  develop  more  consensus  on  the  specific  qualitative  criteria  to 
be  used. 

Why  would  qualitative  evidence  be  relied  on  so  heavily  by  high-agreement 
panels,  and  why  might  these  criteria  lead  them  to  greater  overall  agreement?  As 
we  interpret  our  findings,  there  are  at  least  three  reasons: 

1.  Qualitative  factors  probably  give  more  concrete,  more  sensitive,  and  more 
current  clues  to  the  underlying  strengths  of  a  unit;  whereas  statistics,  despite 
their  apparent  preciseness,  are  usually  averages  or  aggregates  that  fail  to 
portray  the  complex  events  behind  them. 

2.  Qualitative  criteria  present  clearer  leads  for  required  corrective  action; 
whereas  statistical  results  may  give  little  indication  of  why  events  happened  as 
they  did. 

3.  Qualitative  criteria  tend  to  be  broader  because  they  are  not  tied  to 
particular  measurable  points;  whereas  quantitative  criteria,  just  because  they 
have  to  be  particularized  to  certain  narrow  segments  of  field  operations  in  order 
to  be  measured,  may  result  in  very  diverse  inferences  being  drawn  from  them  in 
judging  overall  performance. 
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Applying  the  Results 

Up  to  this  point,  we  have  mentioned  some  general  implications  of  our  findings; 
now  we  would  like  to  draw  them  together  and  offer  some  specific  suggestions  for 
action: 

□  Most  important  is  the  need  to  recognize  that  managers — not  computers, 
numbers,  or  information  systems — are  the  critical  element  in  the  assessment  of 
subunit  performance. 

Statistical  reports  have  increasingly  taken  on  the  revered  status  of  "objectiv- 
ity," while  managerial  judgments  have  too  often  been  sidetracked  as  overly 
"subjective"  or  "opinionated."  Thus  we  find  organizations  building  larger 
headquarters  staffs  to  process  ever  larger  amounts  of  statistical  performance 
information,  much  of  which  is  never  used. 

□  All  organizations  ought  to  be  vitally  concerned  with  studying  how  their 
managers  actually  assess  subunit  performance.  While  organizations  frequently 
spend  large  sums  of  money  generating  more  and  more  information  about 
subunit  performance,  they  seldom  consider  what  information  is  actually  used  or 
needed  by  their  managers.  Nor  do  they  always  recognize  the  importance  of 
achieving  a  high  level  of  agreement  among  top  managers  about  subunit 
performance.  If  managers  cannot  agree,  there  is  something  amiss,  either  with 
the  company's  information  system  or  with  the  managers  and  their  organization- 
al environment. 

We  therefore  suggest  that  organizations  take  periodic  "X  rays"  of  their 
judgmental  process.  The  study  methodology  used  in  the  IRS  is  one  useful 
approach.  The  findings  can  be  used  both  for  training  managers  to  reach  more 
informed  judgments  about  subunit  performance,  and  for  designing  information 
systems  that  will  provide  more  help  to  managers  in  making  their  judgments. 

□  Management  training  should  use  research  findings  derived  from  the  actual 
company  environment  to  design  programs  that  fit  the  needs  of  its  particular 
management  group.  To  do  this,  the  key  management  group  participating  in  the 
study  could  be  brought  together  to  hear  and  discuss  the  significant  findings. 

The  critical  questions  before  these  managers  should  be:  (a)  Why  do  we  have 
these  results?  (b)  What  do  we  do  about  them?  The  answers,  of  course,  will  vary 
with  each  organization  and  its  unique  findings.  But  the  general  thrust  of  actions 
afterward  should  be  more  informed  and  constructive. 

For  example,  a  top  management  group  may  decide  to  pay  greater  attention  to 
the  judgments  of  its  field  managers.  Or  agreement  may  be  reached  to  place 
greater  and  more  explicit  emphasis  on  qualitative  criteria.   Or  the  present 
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information  system  may  be  altered  to  provide  data  on  those  criteria  that  are 
most  frequently  used,  while  eliminating  data  on  those  that  are  not  heavily  used. 

The  next  step  would  be  to  discuss  the  findings  within  smaller  functional 
groupings.  It  would  be  useful  for  those  groups  in  lowest  agreement  to  sit  down 
and  discuss  why  they  see  subunits  from  such  different  perspectives.  They  may 
discover,  in  the  process  of  this  examination,  that  they  fail  to  discuss  their 
observations  sufficiently  with  each  other.  Or  they  may  find  that  each  is  using  too 
diverse  a  set  of  criteria,  and  that  more  consensus  needs  to  be  reached  on 
particular  criteria. 

□  The  formal  information  system  must  be  designed  to  complement  these 
changes  if  they  are  to  be  put  into  practice.  For  instance,  it  makes  little  sense  for 
a  company  computer  to  continue  providing  data  on  50  variables  when  its 
managers  are  in  substantial  agreement  after  using  data  on  only  15  variables. 

A  real  challenge  for  some  organizations  is  to  build  more  qualitative  information 
into  their  formal  systems.  One  method  used  in  some  companies  is  to  request  a 
written  narrative  with  each  submission  of  statistics  from  the  field.  Another 
method  is  to  hold  periodic,  in-depth  discussions  involving  several  managers  from 
different  levels  so  that  each  can  contribute  whatever  qualitative  data  are  avail- 
able to  him. 

Organizations  might  also  consider  the  possibility  of  incorporating  a  judg- 
mental procedure,  such  as  the  one  used  in  this  study,  into  an  organization's  on- 
going process  of  performance  assessment.  Managements  need  to  consider  the 
challenge  of  systematically  recording  managerial  judgments  as  much  as  they 
systematize  statistical  results.  Lower-level  managers  can  attest  to  their  feelings 
of  frustration  when  one  upper-level  manager  tells  one  of  them  that  he  is  doing  a 
"good"  job  while  another  upper-level  manager  downgrades  him.  On  the  other 
hand,  if  this  same  manager  knows  that  five  upper-level  managers  systematically 
agree  in  ranking  his  unit  at  the  "tail  end"  of  the  pack,  he  cannot  as  easily 
rationalize  his  position. 

Our  suggestion  at  this  early  stage,  however,  is  to  experiment  with,  but  not 
institutionalize,  a  more  systematic  judging  procedure,  perhaps  in  only  one 
division  of  a  large  company.  Every  formal  system,  if  taken  too  seriously  and 
rigidly,  can  become  more  of  a  hindrance  than  a  help.  There  are  always  bugs  to 
be  worked  out  of  these  systems  before  giving  them  wider  application. 


Conclusion 

A  major  task  of  any  management  is  to  know  what  is  actually  taking  place  within 
its  organization.  One  critical,  but  seldom  examined,  function  is  the  manner  in 
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which  key  managers  assess  the  performance  of  units  under  their  supervision.  In 
the  absence  of  knowledge,  numerous  myths  and  assumptions  have  abounded. 
Particularly  noticeable  is  a  growing  mistrust  of  the  reliability  of  managerial 
judgments.  Signs  of  this  mistrust  are  reflected  in  current  trends  toward  more 
statistics,  more  computers,  more  information  specialists,  and  more  centralized 
information  systems — the  IRS,  where  this  study  was  conducted,  being  no 
exception. 

Yet  the  findings  of  this  study  seriously  dispute  many  of  these  newer  trends 
and  assumptions.  Notably: 

1.  Managers  can  generally  agree  with  each  other  about  the  current  effective- 
ness and  performance  trends  of  subunits  under  them. 

2.  Their  judgments  seem  to  be  quite  stable  from  one  day  to  the  next. 

3.  Managers  who  agree  most  with  their  colleagues  tend  to  come  from  levels 
closest  to  the  field;  work  in  smaller  divisions;  use  more  commonly  shared 
criteria;  and  rely  more  on  qualitative  than  on  quantitative  criteria. 

These  conclusions  must  be  qualified  to  the  extent  that  they  are  based  on  one 
study  in  a  single  nonbusiness  organization.  Therefore,  we  should  treat  them 
more  as  propositions  to  be  tested  further  than  as  final  answers. 

However,  we  believe  these  findings  place  a  new  challenge  before  every 
management:  to  seek  new  ways  of  studying,  assisting,  and  restoring  confidence 
in  the  performance  judgments  of  their  managers.  This  will  not  occur  magically. 
First,  a  concerned  management  will  have  to  investigate  and  identify  its  current 
practices  forjudging  performance.  Then,  it  will  have  to  use  the  study  findings  to 
train  its  managers  in  improving  their  judgmental  practices.  Finally,  it  will  have 
to  strive  to  make  its  information  system  a  more  helpful  servant  rather  than  an 
irrelevant  master. 


8. 


The  Manager's  Job:  Folklore  and  Fact 

Henry  Mintzberg 


Just  what  does  the  manager  do?  For  years  the  manager,  the  heart  of  the  organization,  has 
been  assumed  to  be  like  an  orchestra  leader,  controlling  the  various  parts  of  his 
organization  with  the  ease  and  precision  of  a  Seiji  Ozawa.  However,  when  one  looks  at 
the  few  studies  that  have  been  done — covering  managerial  positions  from  the  president  of 
the  United  States  to  street  gang  leaders — the  facts  show  that  managers  are  not  reflective, 
regulated  workers,  informed  by  their  massive  MIS  systems,  scientific,  and  professional. 
The  evidence  suggests  that  they  play  a  complex,  intertwined  combination  of  interperson- 
al, informational,  and  decisional  roles.  The  author's  message  is  that  if  managers  want  to 
be  more  effective,  they  must  recognize  what  their  job  really  is  and  then  use  the  resources 
at  hand  to  support  rather  than  hamper  their  own  nature.  Understanding  their  jobs  as 
well  as  understanding  themselves  takes  both  introspection  and  objectivity  on  the 
managers'  part.  At  the  end  of  the  article  the  author  includes  a  set  of  self- study  questions  to 
help  provide  that  insight. 


If  you  ask  a  manager  what  he  does,  he  will  most  probably  tell  you  that  he  plans, 
organizes,  coordinates,  and  controls.  Then  watch  what  he  does.  Don't  be 
surprised  if  you  can't  relate  what  you  see  to  these  four  words. 

When  he  is  called  and  told  that  one  of  his  factories  has  just  burned  down,  and 
he  advises  the  caller  to  see  whether  temporary  arrangements  can  be  made  to 
supply  customers  through  a  foreign  subsidiary,  is  he  planning,  organizing, 
coordinating,  or  controlling?  How  about  when  he  presents  a  gold  watch  to  a 
retiring  employee?  Or  when  he  attends  a  conference  to  meet  people  in  the 
trade?  Or  on  returning  from  that  conference,  when  he  tells  one  of  his  employees 
about  an  interesting  product  idea  he  picked  up  there? 

The  fact  is  that  these  four  words,  which  have  dominated  management 
vocabulary  since  the  French  industrialist  Henri  Fayol  first  introduced  them  in 
1916,  tell  us  little  about  what  managers  actually  do.  At  best,  they  indicate  some 
vague  objectives  managers  have  when  they  work. 
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The  field  of  management,  so  devoted  to  progress  and  change,  has  for  more 
than  half  a  century  not  seriously  addressed  the  basic  question:  What  do 
managers  do?  Without  a  proper  answer,  how  can  we  teach  management?  How 
can  we  design  planning  or  information  systems  for  managers?  How  can  we 
improve  the  practice  of  management  at  all? 

Our  ignorance  of  the  nature  of  managerial  work  shows  up  in  various  ways  in 
the  modern  organization — in  the  boast  by  the  successful  manager  that  he  never 
spent  a  single  day  in  a  management  training  program;  in  the  turnover  of 
corporate  planners  who  never  quite  understood  what  it  was  the  manager 
wanted;  in  the  computer  consoles  gathering  dust  in  the  back  room  because  the 
managers  never  used  the  fancy  on-line  MIS  some  analyst  thought  they  needed. 
Perhaps  most  important,  our  ignorance  shows  up  in  the  inability  of  our  large 
public  organizations  to  come  to  grips  with  some  of  their  most  serious  policy 
problems. 

Somehow,  in  the  rush  to  automate  production,  to  use  management  science  in 
the  functional  areas  of  marketing  and  finance,  and  to  apply  the  skills  of  the 
behavioral  scientist  to  the  problem  of  worker  motivation,  the  manager — that 
person  in  charge  of  the  organization  or  one  of  its  subunits — has  been  forgotten. 

My  intention  in  this  article  is  simple:  to  break  the  reader  away  from  Fayol's 
words  and  introduce  him  to  a  more  supportable,  and  what  I  believe  to  be  a  more 
useful,  description  of  managerial  work.  This  description  derives  from  my  review 
and  synthesis  of  the  available  research  on  how  various  managers  have  spent 
their  time. 

In  some  studies,  managers  were  observed  intensively  ("shadowed"  is  the  term 
some  of  them  used);  in  a  number  of  others,  they  kept  detailed  diaries  of  their 
activities;  in  a  few  studies,  their  records  were  analyzed.  All  kinds  of  managers 
were  studied — foremen,  factory  supervisors,  staff  managers,  field  sales  manag- 
ers, hospital  administrators,  presidents  of  companies  and  nations,  and  even 
street  gang  leaders.  These  "managers"  worked  in  the  United  States,  Canada, 
Sweden,  and  Great  Britain. 

A  synthesis  of  these  findings  paints  an  interesting  picture,  one  as  different 
from  Fayol's  classical  view  as  a  cubist  abstract  is  from  a  Renaissance  painting. 
In  a  sense,  this  picture  will  be  obvious  to  anyone  who  has  ever  spent  a  day  in  a 
manager's  office,  either  in  front  of  the  desk  or  behind  it.  Yet,  at  the  same  time, 
this  picture  may  turn  out  to  be  revolutionary,  in  that  it  throws  into  doubt  so 
much  of  the  folklore  that  we  have  accepted  about  the  manager's  work. 

I  first  discuss  some  of  this  folklore  and  contrast  it  with  some  of  the  discoveries 
of  systematic  research — the  hard  facts  about  how  managers  spend  their  time. 
Then  I  synthesize  these  research  findings  in  a  description  of  ten  roles  that  seem 
to  describe  the  essential  content  of  all  managers'  jobs.  In  a  concluding  section,  I 


106  Putting  Judgment  Back  into  the  Manager's  Job 

discuss  a  number  of  implications  of  this  synthesis  for  those  trying  to  achieve 
more  effective  management,  both  in  classrooms  and  in  the  business  world. 


Some  Folklore  and  Facts  About  Managerial  Work 

There  are  four  myths  about  the  manager's  job  that  do  not  bear  up  under  careful 
scrutiny  of  the  facts. 

1.  Folklore:  The  manager  is  a  reflective,  systematic  planner.  The  evidence  on 
this  issue  is  overwhelming,  but  not  a  shred  of  it  supports  this  statement. 

Fact:  Study  after  study  has  shown  that  managers  work  at  an  unrelenting  pace , 
that  their  activities  are  characterized  by  brevity,  variety,  and  discontinuity,  and 
that  they  are  strongly  oriented  to  action  and  dislike  reflective  activities.  Consider 
this  evidence: 

□  Half  the  activities  engaged  in  by  the  five  chief  executives  of  my  study 
lasted  less  than  nine  minutes,  and  only  10%  exceeded  one  hour.1  A  study  of  56 
U.S.  foremen  found  that  they  averaged  583  activities  per  eight-hour  shift,  an 
average  of  1  every  48  seconds.2  The  work  pace  for  both  chief  executives  and 
foremen  was  unrelenting.  The  chief  executives  met  a  steady  stream  of  callers 
and  mail  from  the  moment  they  arrived  in  the  morning  until  they  left  in  the 
evening.  Coffee  breaks  and  lunches  were  inevitably  work  related,  and  ever- 
present  subordinates  seemed  to  usurp  any  free  moment. 

□  A  diary  study  of  160  British  middle  and  top  managers  found  that  they 
worked  for  a  half  hour  or  more  without  interruption  only  about  once  every  two 
days.3 

□  Of  the  verbal  contacts  of  the  chief  executives  in  my  study,  93%  were 
arranged  on  an  ad  hoc  basis.  Only  1%  of  the  executives'  time  was  spent  in  open- 
ended  observational  tours.  Only  1  out  of  368  verbal  contacts  was  unrelated  to  a 
specific  issue  and  could  be  called  general  planning.  Another  researcher  finds 
that  "in  not  one  single  case  did  a  manager  report  the  obtaining  of  important 
external  information  from  a  general  conversation  or  other  undirected  personal 
communication."4 

□  No  study  has  found  important  patterns  in  the  way  managers  schedule 

1.  All  the  data  from  my  study  can  be  found  in  Henry  Mintzberg,  The  Nature  of  Managerial 
Work  (New  York:  Harper  &  Row,  1973). 

2.  Robert  H.  Guest,  "Of  Time  and  the  Foreman,"  Personnel,  May  1956,  p.  478. 

3.  Rosemary  Stewart,  Managers  and  Their  Jobs  (London:  Macmillan,  1967);  see  also  Sune 
Carlson,  Executive  Behaviour  (Stockholm:  Strbmbergs,  1951),  the  first  of  the  diary  studies. 

4.  Francis  J.  Aguilar,  Scanning  the  Business  Environment  (New  York:  Macmillan,  1967),  p. 
102. 


The  Manager's  Job:  Folklore  and  Fact  107 

their  time.  They  seem  to  jump  from  issue  to  issue,  continually  responding  to  the 
needs  of  the  moment. 

Is  this  the  planner  that  the  classical  view  describes?  Hardly.  How,  then,  can 
we  explain  this  behavior?  The  manager  is  simply  responding  to  the  pressures  of 
his  job.  I  found  that  my  chief  executives  terminated  many  of  their  own  activities, 
often  leaving  meetings  before  the  end,  and  interrupted  their  desk  work  to  call  in 
subordinates.  One  president  not  only  placed  his  desk  so  that  he  could  look  down 
a  long  hallway  but  also  left  his  door  open  when  he  was  alone — an  invitation  for 
subordinates  to  come  in  and  interrupt  him. 

Clearly,  these  managers  wanted  to  encourage  the  flow  of  current  information. 
But  more  significantly,  they  seemed  to  be  conditioned  by  their  own  work  loads. 
They  appreciated  the  opportunity  cost  of  their  own  time,  and  they  were  con- 
tinually aware  of  their  ever-present  obligations — mail  to  be  answered,  callers  to 
attend  to,  and  so  on.  It  seems  that  no  matter  what  he  is  doing,  the  manager  is 
plagued  by  the  possibilities  of  what  he  might  do  and  what  he  must  do. 

When  the  manager  must  plan,  he  seems  to  do  so  implicitly  in  the  context  of 
daily  actions,  not  in  some  abstract  process  reserved  for  two  weeks  in  the 
organization's  mountain  retreat.  The  plans  of  the  chief  executives  I  studied 
seemed  to  exist  only  in  their  heads — as  flexible,  but  often  specific,  intentions. 
The  traditional  literature  notwithstanding,  the  job  of  managing  does  not  breed 
reflective  planners;  the  manager  is  a  real-time  responder  to  stimuli,  an 
individual  who  is  conditioned  by  his  job  to  prefer  live  to  delayed  action. 

2.  Folklore:  The  effective  manager  has  no  regular  duties  to  perform.  Manag- 
ers are  constantly  being  told  to  spend  more  time  planning  and  delegating,  and 
less  time  seeing  customers  and  engaging  in  negotiations.  These  are  not,  after  all, 
the  true  tasks  of  the  manager.  To  use  the  popular  analogy,  the  good  manager, 
like  the  good  conductor,  carefully  orchestrates  everything  in  advance,  then  sits 
back  to  enjoy  the  fruits  of  his  labor,  responding  occasionally  to  an  unforeseeable 
exception. 

But  here  again  the  pleasant  abstraction  just  does  not  seem  to  hold  up.  We  had 
better  take  a  closer  look  at  those  activities  managers  feel  compelled  to  engage  in 
before  we  arbitrarily  define  them  away. 

Fact:  In  addition  to  handling  exceptions,  managerial  work  involves  perform- 
ing a  number  of  regular  duties,  including  ritual  and  ceremony,  negotiations,  and 
processing  of  soft  information  that  links  the  organization  with  its  environment. 
Consider  some  evidence  from  the  research  studies: 

□  A  study  of  the  work  of  the  presidents  of  small  companies  found  that  they 
engaged  in  routine  activities  because  their  companies  could  not  afford  staff 
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specialists  and  were  so  thin  on  operating  personnel  that  a  single  absence  often 
required  the  president  to  substitute.5 

□  One  study  of  field  sales  managers  and  another  of  chief  executives  suggest 
that  it  is  a  natural  part  of  both  jobs  to  see  important  customers,  assuming  the 
managers  wish  to  keep  those  customers.6 

□  Someone,  only  half  in  jest,  once  described  the  manager  as  that  person  who 
sees  visitors  so  that  everyone  else  can  get  his  work  done.  In  my  study,  I  found 
that  certain  ceremonial  duties — meeting  visiting  dignitaries,  giving  out  gold 
watches,  presiding  at  Christmas  dinners — were  an  intrinsic  part  of  the  chief 
executive's  job. 

□  Studies  of  managers'  information  flow  suggest  that  managers  play  a  key 
role  in  securing  "soft"  external  information  (much  of  it  available  only  to  them 
because  of  their  status)  and  in  passing  it  along  to  their  subordinates. 

3.  Folklore:  The  senior  manager  needs  aggregated  information,  which  a 
formal  management  information  system  best  provides.  Not  too  long  ago,  the 
words  total  information  system  were  everywhere  in  the  management  literature. 
In  keeping  with  the  classical  view  of  the  manager  as  that  individual  perched  on 
the  apex  of  a  regulated,  hierarchical  system,  the  literature's  manager  was  to 
receive  all  his  important  information  from  a  giant,  comprehensive  MIS. 

But  lately,  as  it  has  become  increasingly  evident  that  these  giant  MIS  systems 
are  not  working — that  managers  are  simply  not  using  them — the  enthusiasm 
has  waned.  A  look  at  how  managers  actually  process  information  makes  the 
reason  quite  clear.  Managers  have  five  media  at  their  command — documents, 
telephone  calls,  scheduled  and  unscheduled  meetings,  and  observational  tours. 

Fact:  Managers  strongly  favor  the  verbal  media — namely,  telephone  calls  and 
meetings.  The  evidence  comes  from  every  single  study  of  managerial  work. 
Consider  the  following: 

D  In  two  British  studies,  managers  spent  an  average  of  66%  and  80%  of  their 
time  in  verbal  (oral)  communication.7  In  my  study  of  five  American  chief 
executives,  the  figure  was  78%. 

D  These  five  chief  executives  treated  mail  processing  as  a  burden  to  be 
dispensed  with.  One  came  in  Saturday  morning  to  process  142  pieces  of  mail  in 
just  over  three  hours,  to  "get  rid  of  all  the  stuff."  This  same  manager  looked  at 


5.  Unpublished  study  by  Irving  Choran,  reported  in  Mintzberg,  The  Nature  of  Managerial 
Work. 

6.  Robert  T.  Davis,  Performance  and  Development  of  Field  Sales  Managers  (Boston:  Division  of 
Research,  Harvard  Business  School,  1957);  George  H.  Copeman,  The  Role  of  the  Managing 
Director  (London:  Business  Publications,  1963). 

7.  Stewart,  Managers  and  Their  Jobs;  Tom  Burns,  "The  Directions  of  Activity  and  Communi- 
cation in  a  Departmental  Executive  Group,"  Human  Relations  7,  no.  1  (1954):  73. 
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the  first  piece  of  "hard"  mail  he  had  received  all  week,  a  standard  cost  report, 
and  put  it  aside  with  the  comment,  "I  never  look  at  this." 

□  These  same  five  chief  executives  responded  immediately  to  2  of  the  40 
routine  reports  they  received  during  the  five  weeks  of  my  study  and  to  four 
items  in  the  104  periodicals.  They  skimmed  most  of  these  periodicals  in  seconds, 
almost  ritualistically.  In  all,  these  chief  executives  of  good-sized  organizations 
initiated  on  their  own — that  is,  not  in  response  to  something  else — a  grand  total 
of  25  pieces  of  mail  during  the  25  days  I  observed  them. 

An  analysis  of  the  mail  the  executives  received  reveals  an  interesting  picture — 
only  13%  was  of  specific  and  immediate  use.  So  now  we  have  another  piece  in 
the  puzzle:  not  much  of  the  mail  provides  live,  current  information — the  action 
of  a  competitor,  the  mood  of  a  government  legislator,  or  the  rating  of  last  night's 
television  show.  Yet  this  is  the  information  that  drove  the  managers,  interrupt- 
ing their  meetings  and  rescheduling  their  workdays. 

Consider  another  interesting  finding.  Managers  seem  to  cherish  "soft" 
information,  especially  gossip,  hearsay,  and  speculation.  Why?  The  reason  is  its 
timeliness;  today's  gossip  may  be  tomorrow's  fact.  The  manager  who  is  not 
accessible  for  the  telephone  call  informing  him  that  his  biggest  customer  was 
seen  golfing  with  his  main  competitor  may  read  about  a  dramatic  drop  in  sales 
in  the  next  quarterly  report.  But  then  it's  too  late. 

To  assess  the  value  of  historical,  aggregated,  "hard"  MIS  information, 
consider  two  of  the  manager's  prime  uses  for  his  information — to  identify 
problems  and  opportunities8  and  to  build  his  own  mental  models  of  the  things 
around  him  (e.g.,  how  his  organization's  budget  system  works,  how  his 
customers  buy  his  product,  how  changes  in  the  economy  affect  his  organization, 
and  so  on).  Every  bit  of  evidence  suggests  that  the  manager  identifies  decision 
situations  and  builds  models  not  with  the  aggregated  abstractions  an  MIS 
provides,  but  with  specific  tidbits  of  data. 

Consider  the  words  of  Richard  Neustadt,  who  studied  the  information- 
collecting  habits  of  Presidents  Roosevelt,  Truman,  and  Eisenhower: 

It  is  not  information  of  a  general  sort  that  helps  a  President  see  personal  stakes;  not 
summaries,  not  surveys,  not  the  bland  amalgams.  Rather  ...  it  is  the  odds  and  ends  of 
tangible  detail  that  pieced  together  in  his  mind  illuminate  the  underside  of  issues  put 
before  him.  To  help  himself  he  must  reach  out  as  widely  as  he  can  for  every  scrap  of  fact, 
opinion,  gossip,  bearing  on  his  interests  and  relationships  as  President.  He  must  become 
his  own  director  of  his  own  central  intelligence.9 

8.  H.  Edward  Wrapp,  "Good  Managers  Don't  Make  Policy  Decisions,"  HBR  September- 
October  1967,  p.  91. 

9.  Richard  E.  Neustadt,  Presidential  Power  (New  York:  John  Wiley,  1960),  pp.  153-154;  italics 
added. 
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The  manager's  emphasis  on  the  verbal  media  raises  two  important  points: 

First,  verbal  information  is  stored  in  the  brains  of  people.  Only  when  people 
write  this  information  down  can  it  be  stored  in  the  files  of  the  organization — 
whether  in  metal  cabinets  or  on  magnetic  tape — and  managers  apparently  do 
not  write  down  much  of  what  they  hear.  Thus  the  strategic  data  bank  of  the 
organization  is  not  in  the  memory  of  its  computers  but  in  the  minds  of  its 
managers. 

Second,  the  manager's  extensive  use  of  verbal  media  helps  to  explain  why  he 
is  reluctant  to  delegate  tasks.  When  we  note  that  most  of  the  manager's 
important  information  comes  in  verbal  form  and  is  stored  in  his  head,  we  can 
well  appreciate  his  reluctance.  It  is  not  as  if  he  can  hand  a  dossier  over  to 
someone;  he  must  take  the  time  to  "dump  memory" — to  tell  that  someone  all  he 
knows  about  the  subject.  But  this  could  take  so  long  that  the  manager  may  find 
it  easier  to  do  the  task  himself.  Thus  the  manager  is  damned  by  his  own 
information  system  to  a  "dilemma  of  delegation" — to  do  too  much  himself  or  to 
delegate  to  his  subordinates  with  inadequate  briefing. 

4.  Folklore:  Management  is,  or  at  least  is  quickly  becoming,  a  science  and  a 
profession.  By  almost  any  definitions  of  science  and  profession,  this  statement  is 
false.  Brief  observation  of  any  manager  will  quickly  lay  to  rest  the  notion  that 
managers  practice  a  science.  A  science  involves  the  enaction  of  systematic, 
analytically  determined  procedures  or  programs.  If  we  do  not  even  know  what 
procedures  managers  use,  how  can  we  prescribe  them  by  scientific  analysis? 
And  how  can  we  call  management  a  profession  if  we  cannot  specify  what 
managers  are  to  learn?  For  after  all,  a  profession  involves  "knowledge  of  some 
department  of  learning  or  science"  (Random  House  Dictionary)  .10 

Fact:  The  managers'  programs — to  schedule  time,  process  information,  make 
decisions,  and  so  on — remain  locked  deep  inside  their  brains.  Thus,  to  describe 
these  programs,  we  rely  on  words  like  judgment  and  intuition,  seldom  stopping 
to  realize  that  they  are  merely  labels  for  our  ignorance. 

I  was  struck  during  my  study  by  the  fact  that  the  executives  I  was  ob- 
serving— all  very  competent  by  any  standard — are  fundamentally  indistinguish- 
able from  their  counterparts  of  a  hundred  years  ago  (or  a  thousand  years  ago, 
for  that  matter).  The  information  they  need  differs,  but  they  seek  it  in  the  same 
way — by  word  of  mouth.  Their  decisions  concern  modern  technology,  but  the 
procedures  they  use  to  make  them  are  the  same  as  the  procedures  of  the 

10.  For  a  more  thorough,  though  rather  different,  discussion  of  this  issue,  see  Kenneth  R. 
Andrews,  "Toward  Professionalism  in  Business  Management,"  HBR  March-April  1969,  p.  49. 
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nineteenth-century  manager.  Even  the  computer,  so  important  for  the  special- 
ized work  of  the  organization,  has  apparently  had  no  influence  on  the  work 
procedures  of  general  managers.  In  fact,  the  manager  is  in  a  kind  of  loop,  with 
increasingly  heavy  work  pressures  but  no  aid  forthcoming  from  management 
science. 

Considering  the  facts  about  managerial  work,  we  can  see  that  the  manager's 
job  is  enormously  complicated  and  difficult.  The  manager  is  overburdened  with 
obligations;  yet  he  cannot  easily  delegate  his  tasks.  As  a  result,  he  is  driven  to 
overwork  and  is  forced  to  do  many  tasks  superficially.  Brevity,  fragmentation, 
and  verbal  communication  characterize  his  work.  Yet  these  are  the  very 
characteristics  of  managerial  work  that  have  impeded  scientific  attempts  to 
improve  it.  As  a  result,  the  management  scientist  has  concentrated  his  efforts  on 
the  specialized  functions  of  the  organization,  where  he  could  more  easily 
analyze  the  procedures  and  quantify  the  relevant  information.11 

But  the  pressures  of  the  manager's  job  are  becoming  worse.  Where  before  he 
needed  only  to  respond  to  owners  and  directors,  now  he  finds  that  subordinates 
with  democratic  norms  continually  reduce  his  freedom  to  issue  unexplained 
orders,  and  a  growing  number  of  outside  influences  (consumer  groups,  govern- 
ment agencies,  and  so  on)  expect  his  attention.  And  the  manager  has  had 
nowhere  to  turn  for  help.  The  first  step  in  providing  the  manager  with  some 
help  is  to  find  out  what  his  job  really  is. 


Back  to  a  Basic  Description  of  Managerial  Work 

Now  let  us  try  to  put  some  of  the  pieces  of  this  puzzle  together.  Earlier,  I 
defined  the  manager  as  that  person  in  charge  of  an  organization  or  one  of  its 
subunits.  Besides  chief  executive  officers,  this  definition  would  include  vice 
presidents,  bishops,  foremen,  hockey  coaches,  and  prime  ministers.  Can  all  of 
these  people  have  anything  in  common?  Indeed  they  can.  For  an  important 
starting  point,  all  are  vested  with  formal  authority  over  an  organizational  unit. 
From  formal  authority  comes  status,  which  leads  to  various  interpersonal 
relations,  and  from  these  comes  access  to  information.  Information,  in  turn, 
enables  the  manager  to  make  decisions  and  strategies  for  his  unit. 

The  manager's  job  can  be  described  in  terms  of  various  "roles,"  or  organized 
sets  of  behaviors  identified  with  a  position.  My  description,  shown  in  Exhibit  /, 

11.  C.  Jackson  Grayson,  Jr.,  in  "Management  Science  and  Business  Practice,"  HBR  July- 
August  1973,  p.  41,  explains  in  similar  terms  why,  as  chairman  of  the  Price  Commission,  he  did  not 
use  those  very  techniques  that  he  himself  promoted  in  his  earlier  career  as  a  management  scientist. 


Exhibit  I  The  manager's  roles 
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comprises  ten  roles.  As  we  shall  see,  formal  authority  gives  rise  to  the  three 
interpersonal  roles,  which  in  turn  give  rise  to  the  three  informational  roles; 
these  two  sets  of  roles  enable  the  manager  to  play  the  four  decisional  roles. 


INTERPERSONAL  ROLES 

Three  of  the  manager's  roles  arise  directly  from  his  formal  authority  and  in- 
volve basic  interpersonal  relationships. 

1.  First  is  the  figurehead  role.  By  virtue  of  his  position  as  head  of  an 
organizational  unit,  every  manager  must  perform  some  duties  of  a  ceremonial 
nature.  The  president  greets  the  touring  dignitaries,  the  foreman  attends  the 
wedding  of  a  lathe  operator,  and  the  sales  manager  takes  an  important  customer 
to  lunch. 

The  chief  executives  of  my  study  spent  12%  of  their  contact  time  on 
ceremonial  duties;  17%  of  their  incoming  mail  dealt  with  acknowledgments  and 
requests  related  to  their  status.  For  example,  a  letter  to  a  company  president 
requested  free  merchandise  for  a  crippled  schoolchild;  diplomas  were  put  on  the 
desk  of  the  school  superintendent  for  his  signature. 

Duties  that  involve  interpersonal  roles  may  sometimes  be  routine,  involving 
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little  serious  communication  and  no  important  decision  making.  Nevertheless, 
they  are  important  to  the  smooth  functioning  of  an  organization  and  cannot  be 
ignored  by  the  manager. 

2.  Because  he  is  in  charge  of  an  organizational  unit,  the  manager  is 
responsible  for  the  work  of  the  people  of  that  unit.  His  actions  in  this  regard 
constitute  the  leader  role.  Some  of  these  actions  involve  leadership  directly — for 
example,  in  most  organizations  the  manager  is  normally  responsible  for  hiring 
and  training  his  own  staff. 

In  addition,  there  is  the  indirect  exercise  of  the  leader  role.  Every  manager 
must  motivate  and  encourage  his  employees,  somehow  reconciling  their  individ- 
ual needs  with  the  goals  of  the  organization.  In  virtually  every  contact  the 
manager  has  with  his  employees,  subordinates  seeking  leadership  clues  probe 
his  actions:  "Does  he  approve?"  "How  would  he  like  the  report  to  turn  out?" 
"Is  he  more  interested  in  market  share  than  high  profits?" 

The  influence  of  the  manager  is  most  clearly  seen  in  the  leader  role.  Formal 
authority  vests  him  with  great  potential  power;  leadership  determines  in  large 
part  how  much  of  it  he  will  realize. 

3.  The  literature  of  management  has  always  recognized  the  leader  role, 
particularly  those  aspects  of  it  related  to  motivation.  In  comparison,  until 
recently  it  has  hardly  mentioned  the  liaison  role,  in  which  the  manager  makes 
contacts  outside  his  vertical  chain  of  command.  This  is  remarkable  in  light  of 
the  finding  of  virtually  every  study  of  managerial  work  that  managers  spend  as 
much  time  with  peers  and  other  people  outside  their  units  as  they  do  with  their 
own  subordinates — and,  surprisingly,  very  little  time  with  their  own  superiors. 

In  Rosemary  Stewart's  diary  study,  the  160  British  middle  and  top  managers 
spent  47%  of  their  time  with  peers,  41%  of  their  time  with  people  outside  their 
unit,  and  only  12%  of  their  time  with  their  superiors.  For  Robert  H.  Guest's 
study  of  U.S.  foremen,  the  figures  were  44%,  46%,  and  10%.  The  chief 
executives  of  my  study  averaged  44%  of  their  contact  time  with  people  outside 
their  organizations,  48%  with  subordinates,  and  7%  with  directors  and  trustees. 

The  contacts  the  five  CEOs  made  were  with  an  incredibly  wide  range  of 
people:  subordinates;  clients,  business  associates,  and  suppliers;  and  peers — 
managers  of  similar  organizations,  government  and  trade  organization  officials, 
fellow  directors  on  outside  boards,  and  independents  with  no  relevant  organiza- 
tional affiliations.  The  chief  executives'  time  with  and  mail  from  these  groups  is 
shown  in  Exhibit  II  on  page  1 14.  Guest's  study  of  foremen  shows,  likewise,  that 
their  contacts  were  numerous  and  wide-ranging,  seldom  involving  fewer  than  25 
individuals,  and  often  more  than  50. 

As  we  shall  see  shortly,  the  manager  cultivates  such  contacts  largely  to  find 
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information.  In  effect,  the  liaison  role  is  devoted  to  building  up  the  manager's 
own  external  information  system — informal,  private,  verbal,  but,  nevertheless, 
effective. 

INFORMATIONAL  ROLES 


By  virtue  of  his  interpersonal  contacts,  both  with  his  subordinates  and  with  his 
network  of  contacts,  the  manager  emerges  as  the  nerve  center  of  his  organiza- 
tional unit.  He  may  not  know  everything,  but  he  typically  knows  more  than  any 
member  of  his  staff. 

Studies  have  shown  this  relationship  to  hold  for  all  managers,  from  street 
gang  leaders  to  U.S.  presidents.  In  The  Human  Group,  George  C.  Homans 
explains  how,  because  they  were  at  the  center  of  the  information  flow  in  their 
own  gangs  and  were  also  in  close  touch  with  other  gang  leaders,  street  gang 
leaders   were   better   informed   than   any   of  their   followers.12   And   Richard 

12.  George  C.  Homans,  The  Human  Group  (New  York:  Harcourt,  Brace  &  World,  1950), 
based  on  the  study  by  William  F.  Whyte  entitled  Street  Corner  Society,  rev.  ed.  (Chicago: 
University  of  Chicago  Press,  1955). 
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Neustadt   describes   the   following   account   from   his   study   of  Franklin   D. 
Roosevelt: 

The  essence  of  Roosevelt's  technique  for  information-gathering  was  competition.  "He 
would  call  you  in,"  one  of  his  aides  once  told  me,  "and  he'd  ask  you  to  get  the  story  on 
some  complicated  business,  and  you'd  come  back  after  a  couple  of  days  of  hard  labor  and 
present  the  juicy  morsel  you'd  uncovered  under  a  stone  somewhere,  and  then  you'd  find 
out  he  knew  all  about  it,  along  with  something  else  you  didn't  know.  Where  he  got  this 
information  from  he  wouldn't  mention,  usually,  but  after  he  had  done  this  to  you  once  or 
twice  you  got  damn  careful  about  your  information."13 

We  can  see  where  Roosevelt  "got  this  information"  when  we  consider  the 
relationship  between  the  interpersonal  and  informational  roles.  As  leader,  the 
manager  has  formal  and  easy  access  to  every  member  of  his  staff.  Hence,  as 
noted  earlier,  he  tends  to  know  more  about  his  own  unit  than  anyone  else  does. 
In  addition,  his  liaison  contacts  expose  the  manager  to  external  information  to 
which  his  subordinates  often  lack  access.  Many  of  these  contacts  are  with  other 
managers  of  equal  status,  who  are  themselves  nerve  centers  in  their  own 
organization.  In  this  way,  the  manager  develops  a  powerful  data  base  of 
information. 

The  processing  of  information  is  a  key  part  of  the  manager's  job.  In  my  study, 
the  chief  executives  spent  40%  of  their  contact  time  on  activities  devoted 
exclusively  to  the  transmission  of  information;  70%  of  their  incoming  mail  was 
purely  informational  (as  opposed  to  requests  for  action).  The  manager  does  not 
leave  meetings  or  hang  up  the  telephone  in  order  to  get  back  to  work.  In  large 
part,  communication  is  his  work.  Three  roles  describe  these  informational 
aspects  of  managerial  work. 

1.  As  monitor,  the  manager  perpetually  scans  his  environment  for  informa- 
tion, interrogates  his  liaison  contacts  and  his  subordinates,  and  receives  unsoli- 
cited information,  much  of  it  as  a  result  of  the  network  of  personal  contacts  he 
has  developed.  Remember  that  a  good  part  of  the  information  the  manager 
collects  in  his  monitor  role  arrives  in  verbal  form,  often  as  gossip,  hearsay,  and 
speculation.  By  virtue  of  his  contacts,  the  manager  has  a  natural  advantage  in 
collecting  this  soft  information  for  his  organization. 

2.  He  must  share  and  distribute  much  of  this  information.  Information  he 
gleans  from  outside  personal  contacts  may  be  needed  within  his  organization.  In 
his  disseminator  role,  the  manager  passes  some  of  his  privileged  information 
directly  to  his  subordinates,  who  would  otherwise  have  no  access  to  it.  When  his 
subordinates  lack  easy  contact  with  one  another,  the  manager  will  sometimes 
pass  information  from  one  to  another. 

13.  Neustadt,  Presidential  Power,  p.  157. 
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3.  In  his  spokesman  role,  the  manager  sends  some  of  his  information  to 
people  outside  his  unit — a  president  makes  a  speech  to  lobby  for  an  organization 
cause,  or  a  foreman  suggests  a  product  modification  to  a  supplier.  In  addition,  as 
part  of  his  role  as  spokesman,  every  manager  must  inform  and  satisfy  the 
influential  people  who  control  his  organizational  unit.  For  the  foreman,  this 
may  simply  involve  keeping  the  plant  manager  informed  about  the  flow  of  work 
through  the  shop. 

The  president  of  a  large  corporation,  however,  may  spend  a  great  amount  of 
his  time  dealing  with  a  host  of  influences.  Directors  and  shareholders  must  be 
advised  about  financial  performance;  consumer  groups  must  be  assured  that  the 
organization  is  fulfilling  its  social  responsibilities;  and  government  officials  must 
be  satisfied  that  the  organization  is  abiding  by  the  law. 

DECISIONAL  ROLES 

Information  is  not,  of  course,  an  end  in  itself;  it  is  the  basic  input  to  decision 
making.  One  thing  is  clear  in  the  study  of  managerial  work:  the  manager  plays 
the  major  role  in  his  unit's  decision-making  system.  As  its  formal  authority,  only 
he  can  commit  the  unit  to  important  new  courses  of  action;  and  as  its  nerve 
center,  only  he  has  full  and  current  information  to  make  the  set  of  decisions  that 
determines  the  unit's  strategy.  Four  roles  describe  the  manager  as  decision 
maker: 

1.  As  entrepreneur,  the  manager  seeks  to  improve  his  unit,  to  adapt  it  to 
changing  conditions  in  the  environment.  In  his  monitor  role,  the  president  is 
constantly  on  the  lookout  for  new  ideas.  When  a  good  one  appears,  he  initiates  a 
development  project  that  he  may  supervise  himself  or  delegate  to  an  employee 
(perhaps  with  the  stipulation  that  he  must  approve  the  final  proposal). 

There  are  two  interesting  features  about  these  development  projects  at  the 
chief  executive  level.  First,  these  projects  do  not  involve  single  decisions  or  even 
unified  clusters  of  decisions.  Rather,  they  emerge  as  a  series  of  small  decisions 
and  actions  sequenced  over  time.  Apparently,  the  chief  executive  prolongs  each 
project  so  that  he  can  fit  it  bit  by  bit  into  his  busy,  disjointed  schedule  and  so 
that  he  can  gradually  come  to  comprehend  the  issue,  if  it  is  a  complex  one. 

Second,  the  chief  executives  I  studied  supervised  as  many  as  50  of  these  pro- 
jects at  the  same  time.  Some  projects  entailed  new  products  or  processes;  others 
involved  public  relations  campaigns,  improvement  of  the  cash  position,  reorga- 
nization of  a  weak  department,  resolution  of  a  morale  problem  in  a  foreign  divi- 
sion, integration  of  computer  operations,  various  acquisitions  at  different  stages 
of  development,  and  so  on. 
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The  chief  executive  appears  to  maintain  a  kind  of  inventory  of  the  develop- 
ment projects  that  he  himself  supervises — projects  that  are  at  various  stages  of 
development,  some  active  and  some  in  limbo.  Like  a  juggler,  he  keeps  a  number 
of  projects  in  the  air;  periodically,  one  comes  down,  is  given  a  new  burst  of 
energy,  and  is  sent  back  into  orbit.  At  various  intervals,  he  put  new  projects  on- 
stream  and  discards  old  ones. 

2.  While  the  entrepreneur  role  describes  the  manager  as  the  voluntary 
initiator  of  change,  the  disturbance  handler  role  depicts  the  manager  involuntar- 
ily responding  to  pressures.  Here  change  is  beyond  the  manager's  control.  He 
must  act  because  the  pressures  of  the  situation  are  too  severe  to  be  ignored:  a 
strike  looms,  a  major  customer  has  gone  bankrupt,  or  a  supplier  reneges  on  his 
contract. 

It  has  been  fashionable,  I  noted  earlier,  to  compare  the  manager  to  an 
orchestra  conductor,  just  as  Peter  F.  Drucker  wrote  in  The  Practice  of 
Management: 

The  manager  has  the  task  of  creating  a  true  whole  that  is  larger  than  the  sum  of  its 
parts,  a  productive  entity  that  turns  out  more  than  the  sum  of  the  resources  put  into  it. 
One  analogy  is  the  conductor  of  a  symphony  orchestra,  through  whose  effort,  vision  and 
leadership  individual  instrumental  parts  that  are  so  much  noise  by  themselves  become 
the  living  whole  of  music.  But  the  conductor  has  the  composer's  score;  he  is  only 
interpreter.  The  manager  is  both  composer  and  conductor.14 

Now  consider  the  words  of  Leonard  R.  Sayles,  who  has  carried  out  systematic 
research  on  the  manager's  job: 

[The  manager]  is  like  a  symphony  orchestra  conductor,  endeavouring  to  maintain  a 
melodious  performance  in  which  the  contributions  of  the  various  instruments  are 
coordinated  and  sequenced,  patterned  and  paced,  while  the  orchestra  members  are 
having  various  personal  difficulties,  stage  hands  are  moving  music  stands,  alternating 
excessive  heat  and  cold  are  creating  audience  and  instrument  problems,  and  the  sponsor 
of  the  concert  is  insisting  on  irrational  changes  in  the  program.15 

In  effect,  every  manager  must  spend  a  good  part  of  his  time  responding  to  high- 
pressure  disturbances.  No  organization  can  be  so  well  run,  so  standardized,  that 
it  has  considered  every  contingency  in  the  uncertain  environment  in  advance. 
Disturbances  arise  not  only  because  poor  managers  ignore  situations  until  they 
reach  crisis  proportions,  but  also  because  good  managers  cannot  possibly 
anticipate  all  the  consequences  of  the  actions  they  take. 

3.  The  third  decisional  role  is  that  of  resource  allocator.  To  the  manager  falls 

14.  Peter  F.  Drucker,  The  Practice  of  Management  (New  York:  Harper  &  Row,  1954),  pp. 
341-342. 

15.  Leonard  R.  Sayles,  Managerial  Behavior  (New  York:  McGraw-Hill,  1964),  p.  162. 
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the  responsibility  of  deciding  who  will  get  what  in  his  organizational  unit. 
Perhaps  the  most  important  resource  the  manager  allocates  is  his  own  time. 
Access  to  the  manager  constitutes  exposure  to  the  unit's  nerve  center  and 
decision  maker.  The  manager  is  also  charged  with  designing  his  unit's  structure, 
that  pattern  of  formal  relationships  that  determines  how  work  is  to  be  divided 
and  coordinated. 

Also,  in  his  role  as  resource  allocator,  the  manager  authorizes  the  important 
decisions  of  his  unit  before  they  are  implemented.  By  retaining  this  power,  the 
manager  can  ensure  that  decisions  are  interrelated;  all  must  pass  through  a 
single  brain.  To  fragment  this  power  is  to  encourage  discontinuous  decision 
making  and  a  disjointed  strategy. 

There  are  a  number  of  interesting  features  about  the  manager's  authorizing 
others'  decisions.  First,  despite  the  widespread  use  of  capital  budgeting  proce- 
dures— a  means  of  authorizing  various  capital  expenditures  at  one  time — 
executives  in  my  study  made  a  great  many  authorization  decisions  on  an  ad  hoc 
basis.  Apparently,  many  projects  cannot  wait  or  simply  do  not  have  the 
quantifiable  costs  and  benefits  that  capital  budgeting  requires. 

Second,  I  found  that  the  chief  executives  faced  incredibly  complex  choices. 
They  had  to  consider  the  impact  of  each  decision  on  other  decisions  and  on  the 
organization's  strategy.  They  had  to  ensure  that  the  decision  would  be  accept- 
able to  those  who  influence  the  organization,  as  well  as  ensure  that  resources 
would  not  be  overextended.  They  had  to  understand  the  various  costs  and 
benefits  as  well  as  the  feasibility  of  the  proposal.  They  also  had  to  consider 
questions  of  timing.  All  this  was  necessary  for  the  simple  approval  of  someone 
else's  proposal.  At  the  same  time,  however,  delay  could  lose  time,  while  quick 
approval  could  be  ill  considered  and  quick  rejection  might  discourage  the 
subordinate  who  had  spent  months  developing  a  pet  project. 

One  common  solution  to  approving  projects  is  to  pick  the  man  instead  of  the 
proposal.  That  is,  the  manager  authorizes  those  projects  presented  to  him  by 
people  whose  judgment  he  trusts.  But  he  cannot  always  use  this  simple  dodge. 

4.  The  final  decisional  role  is  that  of  negotiator.  Studies  of  managerial  work 
at  all  levels  indicate  that  managers  spend  considerable  time  in  negotiations:  the 
president  of  the  football  team  is  called  in  to  work  out  a  contract  with  the  holdout 
superstar;  the  corporation  president  leads  his  company's  contingent  to  negotiate 
a  new  strike  issue;  the  foreman  argues  a  grievance  problem  to  its  conclusion 
with  the  shop  steward.  As  Leonard  Sayles  puts  it,  negotiations  are  a  "way  of 
life"  for  the  sophisticated  manager. 

These  negotiations  are  duties  of  the  manager's  job;  perhaps  routine,  they  are 
not  to  be  shirked.  They  are  an  integral  part  of  his  job,  for  only  he  has  the 
authority  to  commit  organizational  resources  in  "real  time,"  and  only  he  has  the 
nerve  center  information  that  important  negotiations  require. 
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THE  INTEGRATED  JOB 

It  should  be  clear  by  now  that  the  ten  roles  I  have  been  describing  are  not  easily 
separable.  In  the  terminology  of  the  psychologist,  they  form  a  gestalt,  an 
integrated  whole.  No  role  can  be  pulled  out  of  the  framework  and  the  job  be  left 
intact.  For  example,  a  manager  without  liaison  contacts  lacks  external  informa- 
tion. As  a  result,  he  can  neither  disseminate  the  information  his  employees  need 
nor  make  decisions  that  adequately  reflect  external  conditions.  (In  fact,  this  is  a 
problem  for  the  new  person  in  a  managerial  position,  since  he  cannot  make 
effective  decisions  until  he  has  built  up  his  network  of  contacts.) 

Here  lies  a  clue  to  the  problems  of  team  management.16  Two  or  three  people 
cannot  share  a  single  managerial  position  unless  they  can  act  as  one  entity.  This 
means  that  they  cannot  divide  up  the  ten  roles  unless  they  can  very  carefully 
reintegrate  them.  The  real  difficulty  lies  with  the  informational  roles.  Unless 
there  can  be  full  sharing  of  managerial  information — and,  as  I  pointed  out 
earlier,  it  is  primarily  verbal — team  management  breaks  down.  A  single 
managerial  job  cannot  be  arbitrarily  split,  for  example,  into  internal  and 
external  roles,  for  information  from  both  sources  must  be  brought  to  bear  on  the 
same  decisions. 

To  say  that  the  ten  roles  form  a  gestalt  is  not  to  say  that  all  managers  give 
equal  attention  to  each  role.  In  fact,  I  found  in  my  review  of  the  various 
research  studies  that 

□  sales  managers  seem  to  spend  relatively  more  of  their  time  in  the 
interpersonal  roles,  presumably  a  reflection  of  the  extrovert  nature  of  the 
marketing  activity; 

□  production  managers  give  relatively  more  attention  to  the  decisional  roles, 
presumably  a  reflection  of  their  concern  with  efficient  work  flow; 

□  staff  managers  spend  the  most  time  in  the  informational  roles,  since  they 
are  experts  who  manage  departments  that  advise  other  parts  of  the  organization. 

Nevertheless,  in  all  cases  the  interpersonal,  informational,  and  decisional 
roles  remain  inseparable. 


Toward  More  Effective  Management 

What  are  the  messages  for  management  in  this  description?  I  believe,  first  and 
foremost,  that  this  description  of  managerial  work  should  prove  more  important 
to  managers  than  any  prescription  they  might  derive  from  it.  That  is  to  say,  the 

16.  See  Richard  C.  Hodgson,  Daniel  J.  Levinson,  and  Abraham  Zaleznik,  The  Executive  Role 
Constellation  (Boston:  Division  of  Research,  Harvard  Business  School,  1965),  for  a  discussion  of  the 
sharing  of  roles. 
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manager's  effectiveness  is  significantly  influenced  by  his  insight  into  his  own 
work.  His  performance  depends  on  how  well  he  understands  and  responds  to 
the  pressures  and  dilemmas  of  the  job.  Thus  managers  who  can  be  introspective 
about  their  work  are  likely  to  be  effective  at  their  jobs.  The  Appendix  on  page 
123  offers  14  groups  of  self-study  questions  for  managers.  Some  may  sound 
rhetorical;  none  is  meant  to  be.  Even  though  the  questions  cannot  be  answered 
simply,  the  manager  should  address  them. 

Let  us  take  a  look  at  three  specific  areas  of  concern.  For  the  most  part,  the 
managerial  logjams — the  dilemma  of  delegation,  the  data  base  centralized  in 
one  brain,  the  problems  of  working  with  the  management  scientist — revolve 
around  the  verbal  nature  of  the  manager's  information.  There  are  great  dangers 
in  centralizing  the  organization's  data  bank  in  the  minds  of  its  managers.  When 
they  leave,  they  take  their  memory  with  them.  And  when  subordinates  are  out 
of  convenient  verbal  reach  of  the  manager,  they  are  at  an  informational 
disadvantage. 

1.  The  manager  is  challenged  to  find  systematic  ways  to  share  his  privileged 
information.  A  regular  debriefing  session  with  key  subordinates,  a  weekly 
memory  dump  on  the  dictating  machine,  the  maintaining  of  a  diary  of 
important  information  for  limited  circulation,  or  other  similar  methods  may 
ease  the  logjam  of  work  considerably.  Time  spent  disseminating  this  informa- 
tion will  be  more  than  regained  when  decisions  must  be  made.  Of  course,  some 
will  raise  the  question  of  confidentiality.  But  managers  would  do  well  to  weigh 
the  risks  of  exposing  privileged  information  against  having  subordinates  who 
can  make  effective  decisions. 

If  there  is  a  single  theme  that  runs  through  this  article,  it  is  that  the  pressures 
of  his  job  drive  the  manager  to  be  superficial  in  his  actions — to  overload  himself 
with  work,  encourage  interruption,  respond  quickly  to  every  stimulus,  seek  the 
tangible  and  avoid  the  abstract,  make  decisions  in  small  increments,  and  do 
everything  abruptly. 

2.  Here  again,  the  manager  is  challenged  to  deal  consciously  with  the 
pressures  of  superficiality  by  giving  serious  attention  to  the  issues  thai  require  it, 
by  stepping  back  from  his  tangible  bits  of  information  in  order  to  see  a  broad 
picture,  and  by  making  use  of  analytical  inputs.  Although  effective  managers 
have  to  be  adept  at  responding  quickly  to  numerous  and  varying  problems,  the 
danger  in  managerial  work  is  that  they  will  respond  to  every  issue  equally  (and 
that  means  abruptly)  and  that  they  will  never  work  the  tangible  bits  and  pieces 
of  informational  input  into  a  comprehensive  picture  of  their  world. 

As  I  noted  earlier,  the  manager  uses  these  bits  of  information  to  build  models 
of  his  world.  But  the  manager  can  also  avail  himself  of  the  models  of  the 
specialists.  Economists  describe  the  functioning  of  markets,  operations  research- 
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ers  simulate  financial  flow  processes,  and  behavioral  scientists  explain  the  needs 
and  goals  of  people.  The  best  of  these  models  can  be  searched  out  and  learned. 

In  dealing  with  complex  issues,  the  senior  manager  has  much  to  gain  from  a 
close  relationship  with  the  management  scientists  of  his  own  organization.  They 
have  something  important  that  he  lacks — time  to  probe  complex  issues.  An 
effective  working  relationship  hinges  on  the  resolution  of  what  a  colleague  and  I 
have  called  "the  planning  dilemma."17  Managers  have  the  information  and  the 
authority;  analysts  have  the  time  and  the  technology.  A  successful  working 
relationship  between  the  two  will  be  effected  when  the  manager  learns  to  share 
his  information  and  the  analyst  learns  to  adapt  to  the  manager's  needs.  For  the 
analyst,  adaptation  means  worrying  less  about  the  elegance  of  the  method  and 
more  about  its  speed  and  flexibility. 

It  seems  to  me  that  analysts  can  help  the  top  manager  especially  to  schedule 
his  time,  feed  in  analytical  information,  monitor  projects  under  his  supervision, 
develop  models  to  aid  in  making  choices,  design  contingency  plans  for  distur- 
bances that  can  be  anticipated,  and  conduct  "quick-and-dirty"  analysis  for  those 
that  cannot.  But  there  can  be  no  cooperation  if  the  analysts  are  out  of  the 
mainstream  of  the  manager's  information  flow. 

3.  The  manager  is  challenged  to  gain  control  of  his  own  time  by  turning 
obligations  to  his  advantage  and  by  turning  those  things  he  wishes  to  do  into 
obligations.  The  chief  executives  of  my  study  initiated  only  32%  of  their  own 
contacts  (and  another  5%  by  mutual  agreement).  And  yet  to  a  considerable 
extent  they  seemed  to  control  their  time.  There  were  two  key  factors  that 
enabled  them  to  do  so. 

First,  the  manager  has  to  spend  so  much  time  discharging  obligations  that  if 
he  were  to  view  them  as  just  that,  he  would  leave  no  mark  on  his  organization. 
The  unsuccessful  manager  blames  failure  on  the  obligations;  the  effective 
manager  turns  his  obligations  to  his  own  advantage.  A  speech  is  a  chance  to 
lobby  for  a  cause;  a  meeting  is  a  change  to  reorganize  a  weak  department;  a  visit 
to  an  important  customer  is  a  chance  to  extract  trade  information. 

Second,  the  manager  frees  some  of  his  time  to  do  those  things  that  he — 
perhaps  no  one  else — thinks  important  by  turning  them  into  obligations.  Free 
time  is  made,  not  found,  in  the  manager's  job;  it  is  forced  into  the  schedule. 
Hoping  to  leave  some  time  open  for  contemplation  or  general  planning  is 
tantamount  to  hoping  that  the  pressures  of  the  job  will  go  away.  The  manager 
who  wants  to  innovate  initiates  a  project  and  obligates  others  to  report  back  to 
him;  the  manager  who  needs  certain  environmental  information  establishes 


17.  James  S.  Hekimian  and  Henry  Mintzberg,  "The  Planning  Dilemma,"  The  Management 
Review,  May  1968,  p.  4. 
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channels  that  will  automatically  keep  him  informed;  the  manager  who  has  to 
tour  facilities  commits  himself  publicly. 


THE  EDUCATOR  S  JOB 

Finally,  a  word  about  the  training  of  managers.  Our  management  schools  have 
done  an  admirable  job  of  training  the  organization's  specialists — management 
scientists,  marketing  researchers,  accountants,  and  organizational  development 
specialists.  But  for  the  most  part  they  have  not  trained  managers.18 

Management  schools  will  begin  the  serious  training  of  managers  when  skill 
training  takes  a  serious  place  next  to  cognitive  learning.  Cognitive  learning  is 
detached  and  informational,  like  reading  a  book  or  listening  to  a  lecture.  No 
doubt  much  important  cognitive  material  must  be  assimilated  by  the  manager- 
to-be.  But  cognitive  learning  no  more  makes  a  manager  than  it  does  a  swimmer. 
The  latter  will  drown  the  first  time  he  jumps  into  the  water  if  his  coach  never 
takes  him  out  of  the  lecture  hall,  gets  him  wet,  and  gives  him  feedback  on  his 
performance. 

In  other  words,  we  are  taught  a  skill  through  practice  plus  feedback,  whether 
in  a  real  or  simulated  situation.  Our  management  schools  need  to  identify  the 
skills  managers  use,  select  students  who  show  potential  in  these  skills,  put  the 
students  into  situations  where  these  skills  can  be  practiced,  and  then  give  them 
systematic  feedback  on  their  performance. 

My  description  of  managerial  work  suggests  a  number  of  important  manage- 
rial skills — developing  peer  relationships,  carrying  out  negotiations,  motivating 
subordinates,  resolving  conflicts,  establishing  information  networks  and  subse- 
quently disseminating  information,  making  decisions  in  conditions  of  extreme 
ambiguity,  and  allocating  resources.  Above  all,  the  manager  needs  to  be 
introspective  about  his  work  so  that  he  may  continue  to  learn  on  the  job. 

Many  of  the  manager's  skills  can,  in  fact,  be  practiced,  using  techniques  that 
range  from  role  playing  to  videotaping  real  meetings.  And  our  management 
schools  can  enhance  the  entrepreneurial  skills  by  designing  programs  that 
encourage  sensible  risk  taking  and  innovation. 

No  job  is  more  vital  to  our  society  than  that  of  the  manager.  It  is  the  manager 
who  determines  whether  our  social  institutions  serve  us  well  or  whether  they 
squander  our  talents  and  resources.  It  is  time  to  strip  away  the  folklore  about 
managerial  work,  and  time  to  study  it  realistically  so  that  we  can  begin  the 
difficult  task  of  making  significant  improvements  in  its  performance. 


18.  See  J.   Sterling   Livingston,   "Myth   of  the   Well-Educated   Manager,"   HBR  January- 
February  1971,  p.  79. 


Appendix  to  Chapter  8 
Self-Study  Questions  for  Managers 


1.  Where  do  I  get  my  information,  and  how?  Can  I  make  greater  use  of  my 
contacts  to  get  information?  Can  other  people  do  some  of  my  scanning  for  me? 
In  what  areas  is  my  knowledge  weakest,  and  how  can  I  get  others  to  provide  me 
with  the  information  I  need?  Do  I  have  powerful  enough  mental  models  of 
those  things  I  must  understand  within  the  organization  and  in  its  environment? 

2.  What  information  do  I  disseminate  in  my  organization?  How  important  is 
it  that  my  subordinates  get  my  information?  Do  I  keep  too  much  information  to 
myself  because  dissemination  of  it  is  time-consuming  or  inconvenient?  How  can 
I  get  more  information  to  others  so  they  can  make  better  decisions? 

3.  Do  I  balance  information  collecting  with  action  taking?  Do  I  tend  to  act 
before  information  is  in?  Or  do  I  wait  so  long  for  all  the  information  that 
opportunities  pass  me  by  and  I  become  a  bottleneck  in  my  organization? 

4.  What  pace  of  change  am  I  asking  my  organization  to  tolerate?  Is  this 
change  balanced  so  that  our  operations  are  neither  excessively  static  nor  overly 
disrupted?  Have  we  sufficiently  analyzed  the  impact  of  this  change  on  the 
future  of  our  organization? 

5.  Am  I  sufficiently  well  informed  to  pass  judgment  on  the  proposals  that  my 
subordinates  make?  Is  it  possible  to  leave  final  authorization  for  more  of  the 
proposals  with  subordinates?  Do  we  have  problems  of  coordination  because 
subordinates  in  fact  now  make  too  many  of  these  decisions  independently? 

6.  What  is  my  vision  of  direction  for  this  organization?  Are  these  plans 
primarily  in  my  own  mind  in  loose  form?  Should  I  make  them  explicit  in  order 
to  guide  the  decisions  of  others  in  the  organization  better?  Or  do  I  need 
flexibility  to  change  them  at  will? 

7.  How  do  my  subordinates  react  to  my  managerial  style?  Am  I  sufficiently 
sensitive  to  the  powerful  influence  my  actions  have  on  them?  Do  I  fully 
understand  their  reactions  to  my  actions?  Do  I  find  an  appropriate  balance 
between  encouragement  and  pressure?  Do  I  stifle  their  initiative? 

8.  What  kind  of  external  relationships  do  I  maintain,  and  how?  Do  I  spend 


124  Putting  Judgment  Back  into  the  Manager's  Job 

too  much  of  my  time  maintaining  these  relationships?  Are  there  certain  types  of 
people  whom  I  should  get  to  know  better? 

9.  Is  there  any  system  to  my  time  scheduling,  or  am  I  just  reacting  to  the 
pressures  of  the  moment?  Do  I  find  the  appropriate  mix  of  activities,  or  do  I 
tend  to  concentrate  on  one  particular  function  or  one  type  of  problem  just 
because  I  find  it  interesting?  Am  I  more  efficient  with  particular  kinds  of  work 
at  special  times  of  the  day  or  week?  Does  my  schedule  reflect  this?  Can  someone 
else  (in  addition  to  my  secretary)  take  responsibility  for  much  of  my  scheduling 
and  do  it  more  systematically? 

10.  Do  I  overwork?  What  effect  does  my  work  load  have  on  my  efficiency? 
Should  I  force  myself  to  take  breaks  or  to  reduce  the  pace  of  my  activity? 

11.  Am  I  too  superficial  in  what  I  do?  Can  I  really  shift  moods  as  quickly 
and  frequently  as  my  work  patterns  require?  Should  I  attempt  to  decrease  the 
amount  of  fragmentation  and  interruption  in  my  work? 

12.  Do  I  orient  myself  too  much  toward  current,  tangible  activities?  Am  I  a 
slave  to  the  action  and  excitement  of  my  work,  so  that  I  am  no  longer  able  to 
concentrate  on  issues.  Do  key  problems  receive  the  attention  they  deserve? 
Should  I  spend  more  time  reading  and  probing  deeply  into  certain  issues?  Could 
I  be  more  reflective?  Should  I  be? 

13.  Do  I  use  the  different  media  appropriately?  Do  I  know  how  to  make  the 
most  of  written  communication?  Do  I  rely  excessively  on  face-to-face  communi- 
cation, thereby  putting  all  but  a  few  of  my  subordinates  at  an  informational 
disadvantage?  Do  I  schedule  enough  of  my  meetings  on  a  regular  basis?*  Do  I 
spend  enough  time  touring  my  organization  to  observe  activity  at  first  hand? 
Am  I  too  detached  from  the  heart  of  my  organization's  activities,  seeing  things 
only  in  an  abstract  way? 

14.  How  do  I  blend  my  personal  rights  and  duties?  Do  my  obligations 
consume  all  my  time?  How  can  I  free  myself  sufficiently  from  obligations  to 
ensure  that  I  am  taking  this  organization  where  I  want  it  to  go?  How  can  I  turn 
my  obligations  to  my  advantage? 
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Zen  and  the  Art  of  Management 

Richard  Tanner  Pascale 


For  many  in  the  West,  the  term  Zen  connotes  puzzling  aspects  of  Eastern  culture.  This 
article  attempts  to  unlock  these  puzzles  as  they  apply  to  management  oj  organizations .  In 
the  most  exhaustive  study  to  date  oj  Japanese-managed  companies  in  the  United  States 
and  Japan,  the  author  finds  that  when  technology  and  government  factors  are  equal,  the 
Japanese  companies'  U.S.  subsidiaries  do  not  outperform  their  American  counterparts 
(despite  what  has  been  reported  in  the  U.S.  press).  Furthermore,  and  contrary  to  the 
conventional  wisdom,  American  managers  use  a  participative  decision-making  style  as 
often  as  Japanese  managers  do.  The  author  explores  nuances  of  the  administrative  process 
that  appear  to  account  for  more  effective  organizational  functioning.  He  concludes  that 
the  arts  employed  by  successful  Japanese  and  American  managers  include  subtle  ways  of 
dealing  with  others  in  the  organization,  such  as  permitting  a  certain  situation  to  remain 
ambiguous  instead  of  striving  for  a  premature  conclusion.  While  American  managers  are 
often  as  skillful  in  these  areas  as  the  Japanese,  an  Eastern  perspective  makes  many  oj 
these  tools  more  tangible  and  their  potential  more  evident. 


For  20  years  or  more  students  of  management  have  labored  to  minimize  its 
mystique,  reduce  our  dependence  on  "gut  feel,"  and  establish  a  more  scientific 
basis  for  managerial  behavior.  All  the  while,  practitioners  have  been  cautious  in 
embracing  these  pursuits;  casting  a  wary  eye  on  "textbook"  solutions,  they 
assert  that  management  is  an  art  as  much  as  a  science. 

Yet  even  the  most  skeptical  admit  that  some  benefit  has  accrued  from  these 
efforts.  All  realms  of  management,  from  finance  to  human  relations,  have  felt 
the  impact  of  analytical  inquiry. 

One  common  theme  in  this  evolution  of  a  "management  science"  has  been  the 
desire  to  make  explicit  the  tools  and  processes  that  managers  have  historically 

author's  note:  I  wish  to  thank  the  National  Commission  on  Productivity  and  the  Weyerhaeuser 
Foundation  for  support  of  the  research  that  formed  the  basis  for  this  article,  and  Anthony  G.  Athos 
for  his  helpful  comments  on  the  manuscript. 
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employed  intuitively.  With  just  such  a  goal  in  mind,  I  embarked  in  1974  on  a 
study  of  Japanese-managed  companies  in  the  United  States  and  Japan.  The 
purpose  was  to  ascertain  what  elements  of  the  communications  and  decision- 
making processes  contributed  to  the  reported  high  performance  of  Japanese 
companies. 

A  number  of  respected  observers  of  Japanese  ways  had  attributed  their 
success  in  part  to  such  practices  as  "bottom-up"  communication,  extensive 
lateral  communication  across  functional  areas,  and  a  pronounced  use  of 
participative-  (or  consensus-)  style  decision  making  that  supposedly  leads  to 
higher-quality  decisions  and  implementation.  The  research  consisted  of  inter- 
views of  and  questionnaires  administered  to  more  than  215  managers  and  1,400 
workers  in  26  companies  and  10  industries. 

I  made  communication  audits  of  the  number  of  telephone  calls  and  face-to- 
face  contacts  initiated  and  received  by  managers  of  Japanese  companies  in 
Japan,  of  their  subsidiaries  in  the  United  States,  and  of  near-identical  American 
companies  matched  on  an  industry-by-industry  basis.  I  took  pains  to  document 
the  size  and  length  of  meetings  and  the  volume  of  formal  correspondence  and 
informal  notes,  to  observe  the  frequency  of  interaction  in  managerial  office 
areas,  and  to  obtain  managers'  perceptions  of  the  nature  and  quality  of  the 
decision  making  and  implementation  process. 

What  did  I  find?  First,  Japanese-managed  businesses  in  both  countries  are 
not  much  different  from  American-owned  companies:  they  use  the  telephone  to 
about  the  same  degree  and  write  about  the  same  number  of  letters.  In  their 
decision-making  processes,  both  in  the  U.S.  subsidiaries  and  in  Japan,  the 
Japanese  do  not  use  a  participative  style  any  more  than  Americans  do.  Actually, 
I  discovered  only  two  significant  differences  between  Japanese  and  American 
companies: l 

1.  Three  times  as  much  communication  was  initiated  at  lower  levels  of 
management  in  the  Japanese  companies,  then  percolated  upward. 

2.  While  managers  of  Japanese  companies  rated  the  quality  of  their  decision 
making  the  same  as  did  their  American  counterparts,  they  perceived  the  quality 
of  implementation  of  those  decisions  to  be  better. 

These  findings  puzzled  me.  How  could  the  style  of  decision  making  (in 
particular,  the  degree  of  participation)  and  quality  of  decisions  be  the  same  in 
the  two  groups,  yet  the  quality  of  implementation  be  different?  Evidently,  the 
greater  reliance  by  the  Japanese  on  bottom-up  communication  played  a  role, 
but  the  causal  relationship  remained  unclear. 

A  senior  executive  at  Sony  provided  a  clue.  "To  be  truthful,"  the  Japanese 

1 .  For  a  detailed  report  of  these  findings  see  my  article,  "Communications  and  Decision  Making 
Across  Cultures:  Japanese  and  American  Comparisons,"  Administrative  Science  Quarterly,  March, 
1978. 
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manager  said,  "probably  60%  of  the  decisions  I  make  are  my  decisions.  But  I 
keep  my  intentions  secret.  In  discussions  with  subordinates,  I  ask  questions, 
pursue  facts,  and  try  to  nudge  them  in  my  direction  without  disclosing  my 
position.  Sometimes  I  end  up  changing  my  position  as  the  result  of  the  dialogue. 
But  whatever  the  outcome,  they  feel  a  part  of  the  decision.  Their  involvement  in 
the  decision  also  increases  their  experience  as  managers." 

Many  others,  American  as  well  as  Japanese,  alluded  in  interviews  to  the 
same  technique.  "It  does  not  make  so  much  difference,"  reflected  an  American 
who  ran  a  ball-bearing  plant  in  New  Hampshire,  "if  decisions  are  top  down  as 
it  does  how  the  top-down  decision  maker  goes  about  touching  bases.  If  he  begins 
with  an  open  question,  he  can  often  guide  his  subordinates  to  a  good  solution." 

In  these  statements,  and  in  others  like  them,  is  the  genesis  of  this  paper.  The 
important  discovery  of  this  research  was  not,  as  expected,  that  Japanese  do  some 
things  differently  and  better.  While  that  is  true  to  a  limited  extent,  the  more 
significant  finding  is  that  successful  managers,  regardless  of  nationality,  share 
certain  common  characteristics  that  are  related  to  subtleties  of  the  communica- 
tions process. 

The  term  Zen  in  the  title  of  this  article  is  used  figuratively  to  denote  these 
important  nuances  in  interpersonal  communication  often  enshrouded  in  a  veil  of 
mystique.  The  phenomenon  does  not  correspond  to  the  analytical  dimension  of 
consecutive  deductive  responses.  Nor  is  it  directly  akin  to  the  human  relations 
dimension  that  highlights  the  virtues  of  problem  confrontation,  participation, 
and  openness.  I  refer  to  this  Zen-like  quality  as  the  implicit  dimension.  It  is  as 
distinct  from  the  other,  better-known  dimensions  of  management  as  time  is  from 
the  other  three  dimensions  of  physical  space. 

In  trying  to  explain  the  implicit  dimension,  I  find  that  the  traditional 
language  of  management  gets  in  the  way.  To  work  around  the  difficulty,  it  is 
helpful  to  explore  this  dimension  through  the  lens  of  the  Eastern  metaphor. 
After  many  interviews  with  American  and  Japanese  managers,  I  have  come  to 
believe  that  the  perspective  imbedded  in  Eastern  philosophy,  culture,  and  values 
helps  make  the  implicit  dimension  more  visible.  Whereas  Japanese  managers 
find  certain  insights  within  easy  reach  of  their  Eastern  way  of  thinking, 
American  managers,  while  often  just  as  skillful,  must  swim  upstream  culturally, 
so  to  speak. 


Ambiguity  as  a  Managerial  Tool 

Much  of  the  lore  of  management  in  the  West  regards  ambiguity  as  a  symptom 
of  a  variety  of  organizational  ills  whose  cure  is  larger  doses  of  rationality, 
specificity,  and  decisiveness.  But  is  ambiguity  sometimes  desirable? 
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Ambiguity  may  be  thought  of  as  a  shroud  of  the  unknown  surrounding 
certain  events.  The  Japanese  have  a  word  for  it,  ma,  for  which  there  is  no 
English  translation.  The  word  is  valuable  because  it  gives  an  explicit  place  to 
the  unknowable  aspect  of  things.  In  English  we  may  refer  to  an  empty  space 
between  the  chair  and  the  table;  the  Japanese  don't  say  the  space  is  empty  but 
"full  of  nothing."  However  amusing  the  illustration,  it  goes  to  the  core  of  the 
issue.  Westerners  speak  of  what  is  unknown  primarily  in  reference  to  what  is 
known  (like  the  space  between  the  chair  and  the  table),  while  most  Eastern 
languages  give  honor  to  the  unknown  in  its  own  right.  Consider  this  Tao  verse: 

Thirty  spokes  are  made  one  by  holes  in  a  hub 

Together  with  the  vacancies  between  them,  they  comprise  a  wheel. 

The  use  of  clay  in  moulding  pitchers 

Comes  from  the  hollow  of  its  absence; 

Doors,  windows,  in  a  house 

Are  used  for  their  emptiness: 

Thus  we  are  helped  by  what  is  not 

To  use  what  is.2 

Of  course,  there  are  many  situations  that  a  manager  finds  himself  in  where 
being  explicit  and  decisive  is  not  only  helpful  but  necessary.  There  is  consider- 
able advantage,  however,  in  having  a  dual  frame  of  reference — recognizing  the 
value  of  both  the  clear  and  the  ambiguous.  The  point  to  bear  in  mind  is  that  in 
certain  situations  ambiguity  may  serve  better  than  absolute  clarity. 

When  an  executive  has  access  to  too  much  data  for  human  processing,  he 
needs  to  simplify.  If  he  has  examined,  say,  different  pricing  schemes  for  12 
months  and  has  identified  all  the  choices  available  to  him,  the  time  has  probably 
come  to  decide  on  one  of  them.  "Deciding"  in  these  circumstances  has  the 
benefit  of  curtailing  the  wheel  spinning,  simplifying  things,  and  resolving 
anxiety  for  oneself  and  others. 

But  there  is  another  kind  of  problem — for  example,  merging  the  production 
and  engineering  departments — where  experience  may  suggest  that  the  issue  is 
more  complicated  than  the  bare  facts  indicate.  Frequently  the  issue  crops  up 
around  changes  that  arouse  human  feelings.  Under  these  circumstances  the 
notion  of  ambiguity  is  useful.  Rather  than  grasping  for  a  solution,  the 
administrator  may  take  the  interim  step  of  "deciding"  how  to  proceed.  The 
process  of  "proceeding"  in  turn  generates  further  information;  you  move  toward 
your  goal  through  a  sequence  of  tentative  steps  rather  than  bold-stroke  actions. 
The  distinction  is  between  having  enough  data  to  decide  and  having  enough 
data  to  proceed. 


2.  Witter  Bynncr,  The  Way  of  Life  According  to  Lao  Tzu  (New  York:  Capricorn  Books,  1944), 
p.  30. 
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If  an  executive's  perception  of  the  problem  and  the  means  of  implementation 
involve  groups  of  persons  at  different  levels  of  the  organization  with  different 
mandates  (like  unions  and  professional  groups)  and  the  distribution  of  power  is 
such  that  he  lacks  full  control,  successful  implementation  usually  requires 
tentativeness.  The  notion  of  ambiguity  helps  make  tentativeness  legitimate. 

Ambiguity  has  two  important  connotations  for  management.  First,  it  is  a 
useful  concept  in  thinking  about  how  we  deal  with  others,  orally  and  in  writing. 
Second,  it  provides  a  way  of  legitimizing  the  loose  rein  that  a  manager  permits 
in  certain  organizational  situations  where  agreement  needs  time  to  evolve  or 
where  further  insight  is  needed  before  conclusive  action  can  be  taken. 

CARDS  OFF  THE  TABLE 

To  watch  a  skilled  manager  use  ambiguity  is  to  see  an  art  form  in  action. 
Carefully  selecting  his  words,  constructing  a  precise  tension  between  the  oblique 
and  the  specific,  he  picks  his  way  across  difficult  terrain.  In  critiquing  a 
subordinate's  work,  for  example,  the  executive  occasionally  finds  it  desirable  to 
come  close  enough  to  the  point  to  ensure  that  the  subordinate  gets  the  message 
but  not  so  close  as  to  "crowd"  him  and  cause  defensiveness. 

A  Japanese  manager  conducts  the  dialogue  in  circles,  widening  and  narrow- 
ing them  to  correspond  to  the  subordinate's  sensitivity  to  the  feedback.  He  may 
say,  "I'd  like  you  to  reflect  a  bit  further  on  your  proposal."  Translated  into 
Western  thought  patterns,  this  sentence  would  read,  "You're  dead  wrong  and 
you'd  better  come  up  with  a  better  idea."3  The  first  approach  allows  the 
subordinate  to  exist  with  his  pride  intact. 

Part  of  our  drive  for  the  explicit  stems  from  the  Western  notion  that  it's  a 
matter  of  honor  to  "get  the  cards  on  the  table."  This  attitude  rests  on  the 
assumption  that,  no  matter  how  much  it  hurts,  it's  good  for  you;  and  the  sign  of 
a  good  manager  is  his  ability  to  give  and  take  negative  feedback. 

No  doubt  there  is  a  good  deal  of  merit  in  this  conventional  wisdom.  But 
between  the  mythology  of  our  management  lore  and  our  foibles  as  human 
beings  often  lies  the  true  state  of  things.  It  is  desirable  to  get  the  facts  and  know 
where  one  stands.  But  it  is  also  human  to  feel  threatened,  particularly  when 
personal  vulnerability  is  an  issue. 

There  is  no  reason  to  believe  that  Westerners  have  less  pride  than  the 
Japanese  have  or  feel  humiliation  less  poignantly  than  the  Japanese  do.  An 
American  Management  Association  survey  indicates  that  issues  involving  self- 
respect  mattered  greatly  to  more  than  two-thirds  of  the  persons  sampled.4 

3.  Frank  Gibncy,  "The  Japanese  and  Their  Language,"  Encounter,  March  1975,  p.  33. 

4.  G.  McLean  Preston  and  Katherine  Jillson,  "The  Manager  and  Self-Respect,"  AM  A  Survey 
Report  (New  York:  AMACOM,  1975). 
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Eastern  cultures  are  sensitive  to  the  concept  of  "face";  Westerners,  however, 
regard  it  as  a  sign  of  weakness.  Yet  look  back  on  instances  in  organizations 
where  an  individual,  publicly  embarrassed  by  another,  hurt  himself  and  the 
organization  just  to  even  the  score.  The  evidence  suggests  that  explicitly 
crowding  a  person  into  a  corner  may  in  many  instances  be  not  only  unwarrant- 
ed but  also  counterproductive. 

Delivering  oneself  of  the  need  to  "speak  the  truth"  often  masks  a  self-serving 
sense  of  brute  integrity.  "Clearing  the  air"  can  be  more  helpful  to  the  "clearer" 
than  to  others  who  are  starkly  revealed.  The  issue  of  brute  integrity  is  not  just 
an  outcome  of  a  certain  cultural  tendency  to  speak  plainly  and  bluntly,  nor  is  it 
wholly  explainable  in  terms  of  our  assumptions  about  authority  and  hierarchy 
and  the  relationships  between  bosses  and  subordinates.  At  a  deeper  level,  it  has 
a  sexist  component.  In  our  culture,  simple,  straightforward,  simplistic  confron- 
tation— a  kind  of  high  noon  shoot-'em-out — is  mixed  with  notions  of  what 
masculinity  is.  Unfortunately,  shoot-'em-outs  work  best  when  the  other  guy 
dies.  If  you  have  to  work  with  that  person  on  a  continuing  basis,  macho 
confrontations  complicate  life  immensely. 

In  contrast,  ambiguity,  in  reference  to  sensitivity  and  feelings,  is  alleged  in  the 
Western  world  to  be  female.  But  if  we  set  aside  the  stereotypes  and  contemplate 
the  consequences  of  these  two  modes  of  behavior  on  organizational  life,  we  may 
discover  that  primitive  notions  of  masculinity  work  no  better  in  the  office  over 
the  long  term  than  they  do  in  bed. 

Are  brute  integrity  and  explicit  communication  worth  the  price  of  the 
listener's  goodwill,  open-mindedness,  and  receptivity  to  change?  Explicit  com- 
munication is  a  cultural  assumption,  not  a  linguistic  imperative.  Many  execu- 
tives develop  the  skills  necessary  to  vary  their  position  along  the  spectrum  from 
explicitness  to  ambiguity. 

MORE  "URA"  THAN  "OMOTE" 

Earlier  I  noted  the  value  of  ambiguity  in  permitting  time  and  space  for  certain 
situations  to  take  clearer  shape  or  reach  an  accommodation  of  their  own.  A 
certain  looseness  in  the  definition  of  the  relationship  between  things  can  permit 
a  workable  arrangement  to  evolve,  whereas  premature  action  may  freeze  things 
into  rigidity.  For  example,  one  of  the  most  persistent  afflictions  in  American 
organizations  is  the  penchant  to  make  formal  announcements.  Most  things  one 
does  announce  themselves. 

The  Japanese  manager  comes  culturally  equipped  with  a  pair  of  concepts, 
omote  (in  front)  and  ura  (behind  the  scenes).  These  ideas  correspond  to  the 
Latin  notions  of  de  jure  and  de  facto,  with  one  important  distinction:  the 
Japanese  think  of  ura  as  constituting  real  life;  omote  is  the  ceremonial  function 
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for  the  benefit  of  others.  The  Japanese  relegate  the  making  of  announcements  to 
a  secondary  place  that  follows  after  all  the  action  has  taken  place  behind  the 
scenes. 

"You  Americans  are  fond  of  announcing  things,"  said  one  Japanese  manager 
in  the  study.  "It  sets  everything  astir.  The  other  day  we  decided  to  try  out 
having  our  personnel  department  handle  certain  requests  that  traditionally  had 
been  handled  by  the  production  people.  Our  American  vice  president  insisted  on 
announcing  it.  Well,  the  production  department  had  always  handled  its  own 
personnel  affairs  and  got  its  back  up.  Rumors  commenced  about  whether  the 
personnel  people  were  in  ascendence,  building  an  empire,  and  so  forth.  Given 
the  tentativeness  of  the  system  we  were  trying  out,  why  not  just  begin  by  quietly 
asking  that  certain  matters  be  referred  to  personnel?  Before  long,  the  informal 
organization  will  accustom  itself  to  the  new  flow.  Clearly  you  can't  do  this  all 
the  time,  but  some  of  the  time  it  certainly  works." 

To  announce  what  you  want  to  happen,  you  have  to  make  statements 
concerning  a  lot  of  things  that  you  don't  know  about  yet.  If  certain  processes  and 
relationships  are  allowed  to  take  their  own  shape  first,  however,  your  announce- 
ment will  probably  have  to  be  made  just  once  because  you  will  only  be 
confirming  what  has  already  happened.  Consider  how  differently  attempts  at 
organizational  change  might  proceed  if  they  embraced  the  Eastern  orientation. 
Instead  of  turning  the  spotlight  on  the  intended  move,  parading  the  revised 
organization  charts  and  job  descriptions,  management  would  reassign  tasks 
incrementally,  gradually  shift  boundaries  between  functions,  and  issue  the 
announcement  only  when  the  desired  change  had  become  a  de  facto  reality.  In 
some  situations  this  is  the  better  way. 

"Impossible!"  some  will  argue.  "People  resist  change.  Only  by  announcing 
your  intentions  can  you  bring  the  organization  into  line."  But  is  it  really  "into 
line"?  Unquestionably,  decrees  have  their  part  to  play  in  some  organizational 
actions.  But  more  often  than  not,  the  sudden  lurch  to  a  new  order  belies  an 
informal  process  of  resistance  that  works  with  enduring  effectiveness.  One  has 
only  to  look  at  the  Department  of  Health,  Education,  and  Welfare  for  an 
illustration  of  this  phenomenon.  A  congressional  mandate  and  20  years'  worth 
of  frustrated  presidents  have  not  greatly  altered  the  character  of  the  three 
distinct  bureaus  constituting  that  agency. 

The  notion  of  achieving  gradual  change,  rather  than  launching  a  head-on 
assault,  runs  deep  in  Eastern  culture.  It  provides  a  manager  with  a  context  for 
thinking  about  outflanking  organizational  obstacles  and  in  time  letting  them 
wither  away.  "It  is  well  to  persist  like  water,"  counsels  the  Tao  saying.  "For 
back  it  comes,  again  and  again,  wearing  down  the  rigid  strength  which  cannot 
yield  to  withstand  it."5 

5.  Bynner,  The  Way  of  Life  According  to  Lao  Tzu,  p.  74. 
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With  such  an  orientation  one  can  accept  the  inevitability  of  obstacles  rather 
than  view  them  with  righteous  indignation — as  some  Western  managers  are 
inclined  to  do.  And  as  the  Tao  saying  suggests,  acceptance  does  not  convey 
fatalistic  resignation.  Rather,  it  points  toward  the  value  of  patiently  flowing 
with  a  solution  while  in  due  time  it  overcomes  the  obstacles  in  its  path. 


To  Get  Recognition,  Give  It  Away 

One  way  of  thinking  about  the  rewards  employees  receive  is  in  terms  of  a  triad: 
promotion,  remuneration,  and  recognition.  Of  the  three  forms  of  reward,  the 
first  two  are  relatively  unresponsive  in  the  day-to-day  operation  of  an  organiza- 
tion. Promotions  and  wage  hikes  seldom  come  oftener  than  six  months  apart. 
On  a  daily  basis,  recognition  is  the  reward  most  noticed  and  sought  after.  In  the 
American  Management  Association  survey  to  which  I  allude  earlier,  497o  of 
the  respondents  indicated  that  recognition  for  what  they  did  was  their  most 
important  reward. 

Recognition  may  become  an  increasingly  important  "fringe  benefit,"  since  a 
central  problem  facing  American  society  is  how  to  reward  people  in  a  period  of 
slowed  growth  when  employees  win  promotions  and  raises  less  often.  Enriching 
our  understanding  of  recognition  and  the  role  it  plays  may  provide  some  helpful 
guidance. 

Recognition  is  a  powerful  operating  incentive.  People  who  live  in  organiza- 
tions develop  uncanny  sensitivity  to  where  it  is  flowing.  If  you  ask  a  person  to 
change,  one  of  the  most  relevant  rewards  you  can  provide  in  return  is 
recognition.  If,  on  the  contrary,  you  try  to  induce  change  but  you  are  seen  as 
unwilling  to  share  the  recognition,  you  are  not  apt  to  get  very  far.  It  is  an  ironic 
axiom  of  organization  that  if  you  are  willing  to  give  up  recognition,  in  return 
you  gain  increased  power  to  bring  about  effective  change. 

The  Eastern  frame  of  thinking  embodies  the  dual  nature  of  recognition,  as 
this  Tao  proverb  shows: 

A  wise  man  has  a  simple  wisdom 
Which  other  men  seek. 
Without  taking  credit 
Is  accredited. 
Laying  no  claim 
Is  acclaimed.6 

We  are  all  acquainted  with  "expressed"  recognition,  the  big  prize  that 
modern  organizational  knights  vie  for.  "B.L.T."  is  the  recognition  sandwich 

6.  Bynner,  The  Way  of  Life  According  to  Lao  Tzu,  pp.  28  and  38. 
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.  .  .  "bright  lights  and  trumpets,"  that  is.  When  you  receive  a  B.L.T.,  everybody 
knows  about  it.  But  Eastern  thinking  reminds  us  of  a  second  variety,  which 
might  be  called  implied  recognition.  It  is  subtle  but  no  less  tangible,  and  it  is 
acquired  over  time. 

In  its  positive  form  it  is  the  reputation  of  being  trustworthy,  skilled  in  making 
things  happen  in  the  organization,  and  accomplished  in  getting  things  done 
through  people.  In  its  negative  manifestation  one  is  regarded  as  using  people, 
prone  to  cutting  corners,  and  out  for  oneself.  Implied  recognition  can  be  given  in 
a  variety  of  ways  that  may  seem  insignificant,  except  to  the  recipient.  An  effort 
to  seek  another's  opinion,  for  example,  communicates  respect  for  his  insight.  So 
does  an  invitation  to  participate  in  a  significant  meeting  from  which  the  person 
might  otherwise  have  been  excluded. 

The  phenomenon  of  implied  recognition  generally  plays  an  important  role  in 
organizations  that  run  smoothly.  Problems  arise  when  organizations  overem- 
phasize incentives  that  rivet  attention  on  expressed  recognition  and  undermine 
regard  for  implied  recognition.  As  a  result,  all  the  members  of  the  "team"  try  to 
grab  the  ball  and  nobody  blocks.  They  seldom  win  consistently.  But  why  grab 
from  others  what  they  will  give  you  voluntarily?  When  you  make  sure  you 
get  the  credit  you  deserve,  in  the  long  run  you  get  less  of  it  than  you  would 
otherwise. 

Eastern  perspective  provides  a  further  insight.  It  reminds  us  that  the  real 
organization  you  are  working  for  is  the  organization  called  yourself.  The 
problems  and  challenges  of  the  organization  that  you  are  working  for  "out 
there"  and  the  one  "in  here"  are  not  two  separate  things.  They  grow  toward 
excellence  together.  The  sense  of  the  "implied"  for  accommodation  and  timing 
and  the  sense  of  the  "expressed"  for  the  jugular  must  be  woven  together  like 
strands  in  a  braided  rope,  alternatively  appearing  and  disappearing  from  sight 
but  part  of  the  whole.  Good  executives  master  the  art  and  the  science  of 
management — not  just  one  or  the  other. 


Leaders  Go  Straight — Around  the  Circle 

Western  concepts  of  leadership  embrace  a  number  of  images — strength,  firm- 
ness, determination,  and  clarity  of  vision.  In  American  management  lore, 
leaders  are  seen  as  lonely  figures  capable  of  decisive  action  in  the  face  of 
adversity.7  Eastern  thinking  views  leadership  in  significantly  different  ways. 
Whereas  Western  leaders  are  supposedly  selected  from  among  those  who  are 

7.  For  a  discussion  of  the  myths  versus  the  realities  of  management  behavior  and  leadership,  see 
Leonard  Sayles,  Managerial  Behavior  (New  York:  McGraw-Hill,  1964),  especially  pp.  41-45;  also 
see  Henry  Mintzberg,  "The  Manager's  Job:  Folklore  and  Fact,"  HBR  July-August  1975,  p.  49. 
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outstanding,  Eastern  culture  values  leaders  who  stand  "in"  rather  than  stand 
"out." 

In  Judeo-Christian  cultures,  words  very  nearly  possess  sacredness.  Men  are 
willing  to  sacrifice  for,  live  by,  and  die  for  words.  We  cling  to  them  and  make 
them  swell  with  meaning;  they  are  shafts  of  light  that  give  form  to  our 
experiential  darkness.  Anthony  G.  Athos  of  the  Harvard  Business  School  notes 
the  distinction  between  two  everyday  words,  choice  and  decision.  Managers,  we 
are  taught,  "make  decisions";  lovers  "choose."  The  former  term  implies 
mastery;  the  latter  conveys  a  difficult  selection  among  choices,  in  which  we  can 
gain  some  things  only  by  giving  up  others.8 

Athos's  insight  is  particularly  important  for  managers  because  the  word 
decision  and  the  phrase  decision  making  conjure  up  an  extensive  mythology  of 
meaning.  Good  decision  makers,  our  mythology  tells  us,  have  command  of  the 
facts,  are  aware  of  the  options,  and  select  from  among  them  the  best  one. 

The  Japanese,  however,  do  not  even  have  a  term  for  decision  making  in  the 
Western  sense.  This  linguistic  curiosity  reflects  something  deeper,  a  tendency  of 
the  culture  to  acknowledge  the  ambivalence  experienced  when  our  mastery  of 
situations  is  imperfect.  Faced  with  difficult  trade-offs,  Japanese  "choose"  one 
over  the  other;  Westerners  like  to  think  they  "decide." 

The  lore  of  Eastern  management  more  fully  acknowledges  the  inevitable 
sense  of  incompleteness  that  stems  from  having  to  choose.  It  sensitizes  its 
managers  to  the  illusions  of  mastery  and  trains  them  to  suspect  the  accompany- 
ing belief  that  anything  is  ever  truly  decided.  Whereas  the  mythology  of 
Western  management  tends  to  cast  solutions  as  fixed  and  final,  Eastern 
philosophical  tradition  emphasizes  individual  accommodation  to  a  continuously 
unfolding  set  of  events. 

Think  of  the  consequences  of  these  outlooks  as  managers  of  these  two  cultures 
go  about  living  up  to  their  cultural  imperatives.  Eastern  managers  accept 
ambivalence.  When  faced  with  the  necessity  to  "juggle,"  they  do  so  with 
reassurance  that  the  experience  is  congruent  with  what  management  is  all 
about.  Faced  with  the  same  set  of  events,  some  American  managers  may  feel 
uneasy.  This  problem  is  exacerbated  by  the  absence  of  cultural  underpinnings 
for  thinking  about  certain  activities  in  which  mastery  of  the  situation  is  either 
impossible  or  downright  undesirable.  (Also,  their  language  is  not  attuned  to 
expression  of  this  mode  of  thinking.) 

The  Western  notion  of  mastery  is  closely  linked  with  deep-seated  assump- 
tions about  the  self.  The  professional  life  of  some  Westerners,  and  certainly 
many  who  move  into  management  positions,  is  dedicated  to  strengthening  the 
ego  in  an  effort  to  assert  and  maintain  control  over  their  environment  and 

8.  Anthony  G.  Athos,  "Choice  and  Decision,"  unpublished  working  paper,  1973. 
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their  destiny.  In  contrast,  the  Eastern  frame  of  reference  views  pragmatically 
appropriate  limitations  of  the  ego  as  a  virtue. 

To  the  Easterner,  overt  strength  is  not  unequivocally  a  desired  attribute.  This 
notion  of  strength  may  be  likened  to  the  endurance  of  coral  reefs  that  survive  the 
massive  forces  of  sea  and  wind  during  typhoons.  Reefs  do  not  attempt  to  resist 
the  sea  like  defiant  walls  of  man-made  steel  and  concrete.  Instead,  the  reef 
extends  wedges  out  in  a  seaward  direction.  The  waves  deflect  off  these  wedges, 
one  against  the  other.  Consequently  their  power,  rather  than  directed  at  the 
reef,  is  turned  against  itself.  The  reef  does  not  insist  on  standing  higher  than  the 
sea.  In  times  of  typhoon,  the  waves  wash  over  the  reef.  And  it  survives. 

Let  things  flow.  "Success  is  going  straight — around  the  circle,"  says  the 
Chinese  adage.  How  often  in  organizations  does  the  forcing  of  events  precipitate 
needless  resistance  and  even  crisis?  Yet  the  Western  notion  of  leadership,  fueled 
by  the  high  value  placed  on  logical,  purposive,  goal-blinded  action,  impels  many 
to  leap  before  they  look.9 

Dam  up  a  river.  In  time  the  water  rises  until  a  trickle  finds  its  way  around 
the  obstruction,  gradually  increasing  in  flow  and  force  until  its  original  course  is 
resumed.  Managers,  of  course,  do  not  have  to  watch  torrents  of  frustration  and 
energy  needlessly  build  up  behind  an  organizational  obstruction.  But  perhaps 
the  solution  is  not  always  to  dynamite  away  the  obstruction;  sometimes  it  is  to 
trace  a  way  around  it  with  a  light  touch,  enough  to  get  a  trickle  flowing.  Let  the 
flow  of  events  do  the  rest  of  the  work.  By  embracing  an  alternative  concept  of 
leadership,  managers  can  choose,  where  appropriate,  to  seek  a  contributing 
place  in  the  flow  of  things  rather  than  impose  a  false  sense  of  mastery  over 
events. 


For  Employees,  Idiosyncrasies  vs.  Systems 

The  typical  Western  organization  prides  itself  on  having  made  a  science  of  the 
secular  virtues  of  efficiency  and  impartiality.  In  trying  to  cope  with  the  slowed 
growth  and  economic  uncertainty  of  recent  years,  organizations  have  intensified 
the  emphasis  on  efficiency.  A  different  set  of  forces  has  put  emphasis  on 
impartiality — among  them  the  regulations  aimed  at  eliminating  discrimination 
of  all  kinds.  The  dilemma  is  how  to  treat  people  as  equal  without  treating  them 
as  the  same.  Many  organizations  appear  to  be  insensitive  to  this  distinction.  As 
a  result  they,  like  white  bread  or  pure  sugar,  become  bland  and  somewhat 
unhealthful;  all  the  vital  human  elements  seem  to  get  refined  away. 

I  should  acknowledge  that  many  Western  executives  show  deep  concern  for 

9.    For  a   discussion   of  this   "flowing"   phenomenon   in   a   Western   context,   see  James   D. 
Thompson,  Organizations  in  Action  (New  York:  McGraw-Hill,  1967),  p.  149. 
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the  people  working  for  them.  In  a  survey  of  American  managers,  psychologist 
Jay  Hall  found  that  those  most  highly  rated  in  interpersonal  skills  were 
generally  regarded  as  the  most  competent  by  their  bosses.  "Good  managers," 
Hall  wrote,  "use  an  integrative  style  of  management  in  which  production  goals 
and  people's  needs  are  equally  important."10 

Obviously,  organizations  need  efficient  systems  to  accomplish  their  tasks.  But 
enough  is  enough,  and  more  may  be  too  much.  The  human  touch  is  often 
lacking,  and  its  absence  breeds  isolation  and  detachment.  Lonely  people  perform 
instrumental  functions  as  if  they  truly  were  interchangeable  parts  in  a  great 
machine.  The  explanation,  I  suppose,  is  that  the  increasing  physical  density  of 
workers  in  our  landscaped  offices  and  automated  factories  has  nothing  to  do 
with  the  psychic  distances.  Hard-edged  procedures  enhance  this  sense  of 
aloneness. 

Japanese  companies,  despite  their  evident  prowess  at  adopting  Western 
technology,  have  not  followed  the  Western  pattern  where  trade-offs  between 
human  relationships  and  secular  efficiencies  are  concerned.  Of  more  than  600 
American  employees  of  Japanese  corporations  interviewed  in  my  study  (includ- 
ing 100  managers  and  500  workers)  almost  all  expressed  an  awareness  of  the 
more  personalized  approach  of  their  employers.  The  Japanese  have  a  word 
describing  a  special  quality  of  master  potters  who  make  the  "perfect"  bowl.  The 
bowl  is  endowed  with  an  ever-so-slight  imperfection — a  constant  reminder  of 
the  object's  relation  to  the  humanity  of  the  maker.  The  master  knows  that  the 
perfection  of  mass-produced  bowls  is  less  satisfying  than  ones  that  lean  a  little. 
In  this  context,  it  might  be  said  that  Japanese  companies  lean  a  little. 

The  Japanese  distinguish  between  our  notion  of  "organization"  and  their 
notion  of  "the  company."  In  their  minds,  the  term  organization  refers  only  to 
the  system;  their  concept  of  the  company  includes  its  underlying  character  as 
well.  A  company's  character  describes  a  shared  sense  of  values  long  held  by 
members  and  enforced  by  group  norms.  The  result  is  an  institutional  way  of 
doing  things  that  is  different  from  what  efficiency  alone  would  require.  The 
"company"  may  accomplish  the  same  tasks  as  an  "organization"  does,  but  it 
occupies  more  space,  moves  with  more  weight,  and  reflects  a  commitment  to 
larger  ends  than  just  the  accomplishment  of  a  mission. 

In  Japan,  companies  are  thought  of  as  taking  all  of  an  employee.  (In  the 
United  States  the  prevailing  notion  is  that  they  take  a  piece  of  an  employee.) 
The  relationship  is  akin  to  the  binding  force  of  the  family.  Lacking  such  a 
philosophy,  Western  organizations  tend  to  rely  on  what  bureaucracies  do  best — 
championing   "systems   solutions" — rather   than   deal   with   the   idiosyncratic 

10.  Jay  Hall,  "What  Makes  a  Manager  Good,  Bad,  or  Average?"  Psychology  Today,  August 
1976,  p.  52. 
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requirements  of  human  nature.  The  result  can  isolate  people  into  the  lonely 
illusion  of  objectivity. 

IS  THE  BOTTOM  LINE  THE  MEASURE? 

From  the  Japanese  vantage  point,  the  sense  of  incompleteness  in  our  working 
lives  stems  from  a  divergence  between  what  many  people  seek  and  what  most 
Western  organizations  provide.  Most  people  bring  three  kinds  of  needs  to  their 
organizational  existence:  a  need  to  be  rewarded  for  what  they  achieve,  a  need  to 
be  accepted  as  a  unique  person,  and  a  need  to  be  appreciated  not  only  for  the 
function  performed  but  also  as  a  human  being.  The  term  "reward,"  as  used 
here,  refers  to  the  tangible  payments  one  receives  from  an  organization  (such  as 
salary  and  promotions)  in  exchange  for  services  provided. 

I  use  this  narrow,  rather  instrumental  definition  of  rewards  to  distinguish  it 
from  "acceptance"  and  "appreciation,"  which  represent  other  kinds  of  benefits 
sought.  In  this  context,  acceptance  refers  to  the  quality  of  being  known  in  a 
human  sense  rather  than  simply  valued  for  the  function  one  performs.  The 
worker  feels  acceptance  when  people  and  organizations  know  him  for  who  he  is 
and  make  allowance  for  that  uniqueness  in  their  relationship  with  him. 
Appreciation  goes  a  step  further,  conveying  not  only  an  acknowledgment  by 
others  of  a  person's  distinctness  but  also  a  valuation  of  it  in  a  positive  and 
supportive  way. 

In  an  effort  to  express  their  commitment  to  people,  the  Japanese  companies 
in  the  United  States  that  I  studied  spent  on  average  more  than  three  times  as 
much  per  employee  on  social  and  recreational  facilities  and  activities  than  their 
American  counterparts  ($48.85  per  employee  per  year  versus  $14.85).  Some  of 
these  programs  were  probably  largely  symbolic,  but  many  also  fostered  in- 
creased off-the-job  contact  among  employees.  The  benefit  was  to  "personalize" 
the  particular  company. 

Perhaps  a  more  direct  vehicle  for  providing  acceptance  and  appreciation  is 
the  Japanese  policy  of  supporting  spans  of  control  at  the  supervisory  level.  This 
practice  resulted  in  twice  as  much  contact  between  workers  and  their  foremen  as 
in  American  companies,  measured  by  employees  per  first-line  supervisor  (30.1 
versus  13.5).  The  supervisors  in  Japanese-managed  companies  more  often 
worked  alongside  the  subordinates,  engaged  in  personal  counseling  more 
extensively,  and  permitted  more  interaction  among  workers  than  the  American 
companies  did.11 

What  was  the  outcome?  The  evidence  is  sufficiently  mixed  to  gratify  both 

11.  Richard  Tanner  Pascale  and  Mary  Ann  Maguire,  "The  Company  and  the  Worker: 
Japanese  and  American  Comparisons,"  Graduate  School  of  Business,  Stanford  University,  1977. 
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skeptics  and  advocates.  There  was  no  difference  in  production;  the  average 
output  per  unit  of  labor  was  about  the  same.  Moreover,  the  Japanese  companies 
experienced  somewhat  higher  levels  of  tardiness  and  absenteeism.  In  respect  to 
job  satisfaction,  the  results  were  more  favorable  for  Japanese-managed  busi- 
nesses in  the  United  States.  Their  managers  and  workers  expressed  much  more 
satisfaction  with  their  jobs  than  did  their  counterparts  in  American  companies. 

Why  bother,  it  might  be  asked,  if  the  result  has  no  impact  on  the  bottom  line? 
By  Eastern  standards  the  bottom  line  misses  the  point.  It  was  Socrates  (not  an 
Eastern  philosopher)  who  observed  that  "man  is  the  measure  of  all  things." 
Eastern  perspective  brings  his  meaning  into  fuller  view.  To  the  Eastern  mind,  it 
is  "man,"  not  the  "bottom  line,"  that  is  the  ultimate  measure  of  all  things.  He  is 
not  the  source  of  all  things,  as  some  who  view  man  in  total  command  of  his 
destiny  might  proclaim.  Nor  is  he  the  objectified  contributor  to  all  things,  as 
some  organizations  appear  to  presume  in  weighing  his  contributions  against 
their  costs. 

A  Japanese,  while  concerned  with  the  bottom  line,  is  not  single-minded  about 
it  as  many  Westerners  are.  Rather,  he  proceeds  with  a  dual  awareness — that 
there  is  a  second  ledger  in  which  "success"  is  debited  or  credited  in  terms  of  his 
contribution  to  the  quality  of  relationships  that  ensue.  So  the  professional 
manager  defines  his  role  not  only  as  one  who  accomplishes  certain  organization- 
al tasks  but  also  as  an  essential  intermediary  in  the  social  fabric. 


Are  Feathers  More  Effective  than  Sledgehammers? 

This  discussion  has  utilized  Eastern  ideas  as  a  metaphor  for  exploring  the 
process  of  management.  One  central  theme  is  that  it  is  not  just  particular 
notions — such  as  ambiguity  or  implied  recognition — that  can  be  helpful  but  the 
cultural  context  underlying  these  notions  as  well.  I  have  tried  to  suggest  that  a 
combination  of  culture,  words,  philosophy,  and  values  provides  each  of  us  with 
a  particular  outlook.  The  Eastern  outlook  is  adopted  not  because  it  is  "best"  but 
because  it  sheds  a  different  light  on  certain  aspects  of  management.  The  Eastern 
perspective  provides  not  so  much  a  new  set  of  tools  (for,  as  I  have  noted 
repeatedly,  many  skilled  American  managers  use  these  tools)  but  rather 
legitimacy  for  using  these  tools  in  some  situations  where  they  are  appropriate. 
From  the  Eastern  vantage  point,  process  is  where  managers  live.  This 
vantage  point  dwells  on  the  chemistry  of  human  relationships,  as  well  as  on  the 
mechanics  of  human  accomplishment,  and  it  provides  a  way  of  thinking  that 
assigns  a  particular  value  to  human  needs  as  well  as  to  systems  and  economic 
requirements.  Appreciation  of  the  underpinnings  of  this  outlook  is  fundamental 
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to  the  thrust  of  this  article.  For  if  they  are  bounded  by  our  traditional  set  of 
Western  assumptions,  many  of  the  ideas  here  become  empty  techniques. 

Management  assumptions  act  as  fences — keeping  some  things  in  and  other 
things  out  of  our  awareness.  As  we  have  seen,  there  are  many  fences,  not  of 
wood  but  shaped  by  our  words,  values,  and  management  ideology.  I  submit  that 
a  nontrivial  set  of  management  problems  might  be  better  understood  if  viewed 
from  the  other  side  of  our  Western  fence.  Undoubtedly,  a  very  high  degree  of 
personal  development  is  necessary  to  embrace  both  of  these  outlooks,  to  know 
when  each  is  appropriate  and  to  acquire  the  skills  that  each  requires. 

This  suggests  a  cautionary  note  for  the  Western  manager:  in  addition  to 
approaching  things  purposively,  defining  problems  crisply,  and  identifying  his 
objectives  explicitly  (which  are  desirable  but  not  necessarily  sufficient  traits  to 
manage  all  problems  skillfully),  he  may  also  wish  to  bear  in  mind  that  our 
Western  world  view  diminishes  our  sensitivity  and  skill  in  managing  certain 
kinds  of  problems.  Such  insight  may  enable  us  to  avoid  using  sledgehammers 
when  feathers  will  do.  Eastern  ideas  provide  a  metaphoi  for  the  acquisition  of 
such  skill.  "Truth  lurks  in  metaphors."12 


12.  Anthony  G.  Athos,  "Satan  Is  Left-Handed, "  Association  of  Humanistic  Psychology  Newslet- 
ter, December  1975. 
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As  much  as  any  group  in  history,  modern  administrators  are  overworked,  pressured,  and 
squeezed,  often  to  the  point  of  physical  illness  or  emotional  misery.  Their  characteristic 
ambitions  constantly  lead  them  into  struggles  that  stretch  their  capacities.  Many  cannot 
stand  up  to  it;  their  reactions  range  from  subtle  malaise  to  heart  attacks.  Fortunately, 
there  is  an  extremely  simple  technique  by  which  the  executive  can  alter  his  physiology 
from  the  stressful  mode  toward  calm — even  decreasing  his  blood  pressure.  It  can  be 
practiced  easily  and  with  immense  rewards  in  physical  and  emotional  well-being.  This 
article  has  been  written  expressly  to  provide  the  harried  manager  with  the  medical 
rationales  for  using  the  technique  and  to  persuade  him  to  practice  it  for  the  sake  of  his 
own  health.  In  his  conclusion  the  author  even  suggests  that  every  company  do  ALL  its 
employees  a  good  turn  by  offering  an  alternative  to  the  coffee  break — the  relaxation 
response  break.  Once  an  executive  has  tried  it  out,  he  may  agree  with  this  suggestion. 


Emotional  stress  is  a  well-known  aspect  of  the  modern  Western  world  and  is 
especially  prevalent  in  the  business  community.  Our  society  has  experienced 
rapid  technological  progress;  the  business  community  has  been  an  integral  part 
of  this  progress  and,  like  the  rest  of  the  society,  has  experienced  both  beneficial 
and  deleterious  effects.  Members  of  the  business  community  have  been  forced  to 
make  certain  behavioral  adjustments — notably,  a  faster  pace  and  a  more 
pressured  life — and  behavioral  adjustments  of  this  sort  induce  stress.  Although 
some  individuals  are  aware  of  the  physiologically  harmful  effects  of  stress,  few 
know  how  to  prevent  or  alleviate  them.  Victimized  by  the  stressful  world  they 
have  helped  to  create,  many  executives  have  accepted  stress  as  a  necessary 
component  of  their  existence. 


author's  note:  The  work  on  which  this  article  is  based  has  been  supported  by  funds  from  the  U.S. 
Public  Health  Service  and  the  General  Service  Foundation.  The  editorial  assistance  of  Helen  P. 
Klemchuk  and  Martha  M.  Greenwood  and  the  secretarial  help  of  Nancy  E.  MacKinnon  in  the 
preparation  of  this  article  are  gratefully  acknowledged. 
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However,  there  is  a  simple  way  for  the  individual  to  alleviate  stress  and  thus 
moderate  or  control  many  of  its  undesirable  effects — effects  that  may  range  from 
simple  anxiety  to  heart  disease.  The  "relaxation  response,"  an  integrated 
physiologic  response,  appears  to  counteract  the  harmful  physiologic  effects  of 
stress.  It  can  be  elicited  by  a  simple  mental  technique. 

The  essential  elements  of  the  technique  have  long  been  familiar  to  man,  and 
although  they  have  usually  been  framed  in  the  vocabularies  of  religions  and 
cults  where  the  elicitation  of  the  relaxation  response  has  played  an  important 
role,  the  response  and  the  technique  can  be  described  in  ordinary  language. 
Moreover,  the  technique  and  the  response  can  be  beneficially  applied  by  all  the 
individuals  of  the  community,  including  the  executive. 


The  Concept  of  Stress 

The  concept  of  stress  has  been  difficult  to  define  and  difficult  to  quantify.1  Stress 
can  be  usefully  defined  through  its  physiologic  correlates,  particularly  elevations 
in  blood  pressure.  Elevated  blood  pressure  is  consistently  related  to  environmen- 
tal situations  that  require  behavioral  adjustment  by  the  individual  and  thus  may 
be  described  as  stressful.  The  behavioral  adjustments  associated  with  socioeco- 
nomic mobility,  cultural  change,  urbanization,  and  migration  are  examples  of 
such  environmental  situations. 

Relevant  findings  were  obtained  in  a  comparison  of  high  school  and  college 
graduates  in  managerial  positions  within  the  same  corporation.  The  high  school 
graduates  experienced  more  general  illness  during  the  one-year  period  of 
observation  and  displayed  more  signs  of  cardiovascular  disease  and  high  blood 
pressure  (hypertension).  The  investigators  in  this  study  postulated  that  the  high 
school  graduates  perceived  more  threats  and  challenges  in  their  life  situations 
than  the  college  graduates  because  of  the  greater  discrepancy  between  their  lives 
and  their  childhood  experiences:  the  relative  ill  health  of  the  high  school 
graduates  is  regarded  as  part  of  the  price  they  pay  for  "getting  ahead  in  the 
world." 

In  other  investigations,  undertaken  in  several  Pacific  islands,  higher  blood 
pressure  was  found  to  be  associated  with  the  degree  of  Westernization. 
Migration  from  rural  to  urban  areas  in  these  same  islands  was  also  correlated 
with  a  rise  in  the  prevalence  of  elevated  blood  pressure.  Adrian  M.  Ostfeld  and 
Richard  B.  Shekelle  of  the  University  of  Illinois  clearly  summarized  why  these 
situations  apparently  require  behavioral  adjustment: 

1.  Mary  C.  Gutmann  and  Herbert  Benson,  "Interaction  of  Environmental  Factors  and  Systemic 
Arterial  Blood  Pressure:  A  Review,"  Medicine,  November  1971,  p.  543. 
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There  has  been  an  appreciable  increase  in  uncertainty  of  human  relations  as  man  has 
gone  from  the  relatively  primitive  and  more  rural  to  the  urban  and  industrial. 
Contemporary  man  in  much  of  the  world  is  faced  every  day  with  people  and  with 
situations  about  which  there  is  uncertainty  of  outcome,  wherein  appropriate  behavior  is 
not  prescribed  and  validated  by  tradition,  where  the  possibility  of  bodily  or  psychological 
harm  exists,  where  running  or  fighting  is  inappropriate,  and  where  mental  vigilance  is 
called  for.2 

THE  FIGHT-OR-FLIGHT  RESPONSE 

Stressful  situations  that  require  behavioral  adjustment  appear  to  elevate  blood 
pressure  by  means  of  a  physiologic  response  popularly  referred  to  as  the  "fight- 
or-flight  response,"  first  described  by  Dr.  Walter  B.  Cannon  of  the  Harvard 
Medical  School.  When  an  animal  perceives  a  threatening  situation,  its  reflexive 
response  is  an  integrated  physiologic  response  that  prepares  it  for  running  or 
fighting.  This  response  is  characterized  by  coordinated  increases  in  metabolism 
(oxygen  consumption),  blood  pressure,  heart  rate,  rate  of  breathing,  amount  of 
blood  pumped  by  the  heart,  and  amount  of  blood  pumped  to  the  skeletal 
muscles. 

The  existence  of  this  integrated  response  in  lower  animals  was  substantiated 
by  the  Swiss  Nobel  laureate  Dr.  Walter  R.  Hess.  By  stimulating  the  brain  of 
the  cat,  he  demonstrated  that  the  controlling  center  for  the  fight-or-flight 
response  is  located  within  a  specific  area  of  the  brain  called  the  hypothalamus. 
When  this  area  is  electrically  stimulated,  the  brain  and  other  portions  of  the 
nervous  system  respond  by  controlled  outpouring  of  epinephrine  and  norepi- 
nephrine (also  called  adrenalin  and  noradrenalin),  which  leads  to  the  physiolog- 
ic changes  noted  in  the  fight-or-flight  response.  These  two  compounds  are  the 
major  chemical  mediating  substances  of  the  sympathetic  nervous  system.  Signifi- 
cantly, the  overactivity  of  this  functional  division  of  the  nervous  system  has  been 
implicated  in  the  development  of  many  serious  diseases.  Thus  the  fight-or-flight 
response  is  an  integrated  physiologic  mechanism  leading  to  coordinated  activa- 
tion of  the  sympathetic  nervous  system. 

A  Czech  scientist,  Dr.  Jan  Brod,  and  his  associates  have  demonstrated  the 
physiologic  characteristics  of  the  fight-or-flight  response  in  man  in  the  laborato- 
ry setting.  First,  control  measurements  were  made  in  a  group  of  healthy  young 
adults  in  a  resting  position.  These  subjects  were  then  given  a  mental-arithmetic 
problem  to  solve:  from  a  four-digit  number  like  1,194,  subtract  consecutive 
serial  17s.  A  metronome  was  set  clicking  in  the  background,  and  others  around 

2.  "Psychological  Variables  and  Blood  Pressure,"  in  The  Epidemiology  of  Hypertension,  edited 
by  J.  Stamler,  R.  Stamler,  and  T.  N.  Pullman  (New  York,  Grune  and  Stratton,  1967),  p.  321. 


Exhibit  I  Physiologic  changes  associated  with  the  fight-or- flight  response 
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the  subjects  made  statements  such  as:  "I  did  better  than  that.  You're  not  doing 
very  well."  Then  new  measurements  were  taken  of  blood  pressure,  blood 
pumped  by  the  heart,  and  blood  pumped  to  the  skeletal  muscles.  All  had 
increased.  Exhibit  I  is  an  illustration  of  the  physiologic  characteristics  associated 
with  the  fight-or-flight  response. 

Other  situations  requiring  behavioral  adjustment  also  lead  to  the  fight-or- 
flight  response.  All  human  beings  use  the  same  basic  physiologic  mechanisms  to 
respond  to  individually  meaningful,  stressful  events. 

Although  the  fight-or-flight  response  is  still  a  necessary  and  useful  physiolog- 
ic feature  for  survival,  the  stresses  of  today's  society  have  led  to  its  excessive 
elicitation;  at  the  same  time,  its  behavioral  features,  such  as  running  or  fighting, 
are  usually  socially  inappropriate  or  unacceptable.  These  circumstances  may 
lead  to  persistent  hypertension.  Those  who  experience  greater  environmental 
stress  and,  therefore,  more  frequent  elicitation  of  the  fight-or-flight  response 
have  a  greater  chance  of  developing  chronic  hypertension  (that  is,  chronic  high 
blood  pressure). 
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The  importance  of  hypertension 

High  blood  pressure,  or  hypertension,  is  of  far  greater  significance  to  man 
than  as  just  an  index  of  stressful  circumstances.  It  is  one  of  the  important 
factors — if  not  the  most  important — predisposing  man  to  heart  attack  and 
stroke.  These  diseases  of  the  heart  and  brain  account  for  more  than  50%  of  the 
deaths  each  year  within  the  United  States.  Therefore,  it  is  not  surprising  that 
various  degrees  of  hypertension  are  present  in  15%  to  33%  of  the  adult 
population  of  the  United  States,  affecting  between  23  million  and  44  million 
individuals. 

Heart  attacks  and  strokes  have  always  been  diseases  leading  to  death,  pre- 
dominantly in  the  elderly.  However,  it  is  highly  disturbing  that  these  diseases 
are  now  affecting  a  younger  population.  The  late  American  cardiologist  Dr. 
Samuel  Levine  pointed  out  that  in  families  he  followed  for  decades  in  which 
both  fathers  and  sons  experienced  heart  attacks,  the  average  age  at  the  time  of 
the  first  attack  was  13  years  earlier  for  the  sons  than  for  their  fathers.  Many 
cardiologists  feel  that  we  are  in  the  midst  of  an  epidemic  of  these  diseases.  If  hy- 
pertension could  be  prevented,  this  epidemic  might  be  alleviated.  Consequently, 
situations  requiring  behavioral  adjustment,  which  may  lead  to  hypertension,  are 
of  considerable  concern. 

THE  RELAXATION  RESPONSE 

What  can  be  done  about  everyday  situations  that  lead  to  stress  and  its 
consequences?  It  is  unlikely  that  the  rapid  pace  of  Western  life  will  slow  down 
significantly;  and  as  far  as  our  present  standard  of  living  depends  on  that  pace, 
it  is  unlikely  that  most  executives  would  want  it  to  slow  down.  The  need  for 
behavioral  adjustment  will  probably  continue,  and  therefore  individuals  should 
learn  to  counteract  the  harmful  effects  of  the  physiologic  response  to  stress.  One 
possibility  is  the  regular  elicitation  of  the  relaxation  response.3 

The  relaxation  response  is  an  innate,  integrated  set  of  physiologic  changes 
opposite  to  those  of  the  fight-or-flight  response.  It  can  be  elicited  by  psychologic 
means.  Hess  first  described  this  response  in  the  cat.  He  electrically  stimulated 
another  specific  area  of  the  hypothalamus  and  elicited  what  he  called  "a 
protective   mechanism   against   overstress   [which    promotes]    restorative   pro- 


3.  See  Herbert  Benson,  John  F.  Beary,  and  Mark  P.  Carol,  "The  Relaxation  Response," 
Psychiatry,  February  1974,  p.  37. 

4.  Walter  R.   Hess,  Functional  Organization  of  the  Diencephalon  (New  York,  Grune  and 
Stratton,  1957),  p.  40. 
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Like  the  fight-or-flight  response,  the  relaxation  response  is  also  present  in 
man.  Until  recently,  the  relaxation  response  has  been  elicited  primarily  by 
meditational  techniques — the  reader  will  find  information  about  the  effects  of 
some  of  these  techniques  in  Exhibit  II.  The  practice  of  one  well-investigated 
technique,  transcendental  meditation  (TM),  results  in  physiologic  changes  that 
are  consistent  with  generalized  decreased  sympathetic  nervous  system  activity5 
and  are  thus  opposite  to  the  fight-or-flight  response.  There  is  a  simultaneous 
decrease  in  the  body's  metabolism,  in  heart  rate,  and  in  rate  of  breathing.  These 
changes  are  distinctly  different  from  the  physiologic  changes  noted  during  quiet 
sitting  or  sleep.  Blood  pressure  remains  unchanged  during  the  practice  of 
transcendental  meditation;  however,  pressures  appear  lower  in  general  among 
meditators  than  among  individuals  who  do  not  practice  meditation.  Exhibit  III 
is  an  illustration  of  the  physiologic  characteristics  associated  with  the  relaxation 
response. 


A  Very  Simple  Technique 

The  basic  technique  for  the  elicitation  of  the  relaxation  response  is  extremely 
simple.  Its  elements  have  been  known  and  used  for  centuries  in  many  cultures 
throughout  the  world.  Historically,  the  relaxation  response  has  usually  been 
elicited  in  a  religious  context.  The  reader  who  is  interested  in  the  historical 
background  of  the  response  and  its  universality  may  enjoy  the  appendix  to  this 
article. 

Four  basic  elements  are  common  to  all  these  practices:  a  quiet  environment,  a 
mental  device,  a  passive  attitude,  and  a  comfortable  position.  A  simple,  mental, 
noncultic  technique  based  on  these  four  elements  has  recently  been  used  in  my 
laboratory.  Subjects  are  given  the  following  description  of  the  four  elements  in 
the  technique: 

1 .  A  quiet  environment.  One  should  choose  a  quiet,  calm  environment  with  as 
few  distractions  as  possible.  Sound,  even  background  noise,  may  prevent  the 
elicitation  of  the  response.  Choose  a  convenient,  suitable  place — for  example,  at 
an  office  desk  in  a  quiet  room. 

2.  A  mental  device.  The  meditator  employs  the  constant  stimulus  of  a  single- 
syllable  sound  or  word.  The  syllable  is  repeated  silently  or  in  a  low,  gentle  tone. 
The  purpose  of  the  repetition  is  to  free  oneself  from  logical,  externally  oriented 

5.  See  R.  Keith  Wallace,  Herbert  Benson,  and  Archie  F.  Wilson,  "A  Wakeful  Hypometabolic 
Physiologic  State,"  American  Journal  of  Physiology,  September  1971,  p.  795;  see  also  R.  Keith 
Wallace  and  Herbert  Benson,  "The  Physiology  of  Meditation,"  Scientific  American,  February 
1972,  p.  84. 
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Exhibit  III  Physiologic  changes  associated  with  the  relaxation  response 


thought  by  focusing  solely  on  the  stimulus.  Many  different  words  and  sounds 
have  been  used  in  traditional  practices.  Because  of  its  simplicity  and  neutrality, 
the  use  of  the  syllable  one  is  suggested. 

3.  A  passive  attitude.  The  purpose  of  the  response  is  to  help  one  rest  and 
relax,  and  this  requires  a  completely  passive  attitude.  One  should  not  scrutinize 
his  performance  or  try  to  force  the  response,  because  this  may  well  prevent  the 
response  from  occurring.  When  distracting  thoughts  enter  the  mind,  they  should 
simply  be  disregarded. 

4.  A  comfortable  position.  The  meditator  should  sit  in  a  comfortable  chair  in 
as  restful  a  position  as  possible.  The  purpose  is  to  reduce  muscular  effort  to  a 
minimum.  The  head  may  be  supported;  the  arms  should  be  balanced  or 
supported  as  well.  The  shoes  may  be  removed  and  the  feet  propped  up  several 
inches,  if  desired.  Loosen  all  tight-fitting  clothing. 

ELICITING  THE  RELAXATION  RESPONSE 


Using  these  four  basic  elements,  one  can  evoke  the  response  by  following  the 
simple,  mental,  noncultic  procedure  that  subjects  have  used  in  my  laboratory: 
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□  In  a  quiet  environment,  sit  in  a  comfortable  position. 

□  Close  your  eyes. 

□  Deeply  relax  all  your  muscles,  beginning  at  your  feet  and  progressing  up 
to  your  face — feet,  calves,  thighs,  lower  torso,  chest,  shoulders,  neck,  head. 
Allow  them  to  remain  deeply  relaxed. 

□  Breathe  through  your  nose.  Become  aware  of  your  breathing.  As  you 
breathe  out,  say  the  word  one  silently  to  yourself.  Thus:  breathe  in  .  .  .  breathe 
out,  with  one.  In  .  .  .  out,  with  one.  .  .  . 

□  Continue  this  practice  for  20  minutes.  You  may  open  your  eyes  to  check 
the  time,  but  do  not  use  an  alarm.  When  you  finish,  sit  quietly  for  several 
minutes,  at  first  with  your  eyes  closed  and  later  with  your  eyes  open. 

Remember  not  to  worry  about  whether  you  are  successful  in  achieving  a  deep 
level  of  relaxation — maintain  a  passive  attitude  and  permit  relaxation  to  occur 
at  its  own  pace.  When  distracting  thoughts  occur,  ignore  them  and  continue  to 
repeat  one  as  you  breathe.  The  technique  should  be  practiced  once  or  twice 
daily,  and  not  within  two  hours  after  any  meal,  since  the  digestive  processes 
seem  to  interfere  with  the  elicitation  of  the  expected  changes. 

With  practice,  the  response  should  come  with  little  effort.  Investigations  have 
shown  that  only  a  small  percentage  of  people  do  not  experience  the  expected 
physiologic  changes.6  (However,  it  has  been  noted  that  people  who  are  undergo- 
ing psychoanalysis  for  at  least  two  sessions  a  week  experience  difficulty  in 
eliciting  the  response.) 

A  person  cannot  be  certain  that  the  technique  is  eliciting  these  physiologic 
changes  unless  actual  measurements  are  being  made.  However,  the  great 
majority  of  people  report  feelings  of  relaxation  and  freedom  from  anxiety 
during  the  elicitation  of  the  relaxation  response  and  during  the  rest  of  the  day  as 
well.  These  feelings  of  well-being  are  akin  to  those  often  noted  after  physical 
exercise,  but  without  the  attendant  physical  fatigue. 

The  practice  of  this  technique  evokes  some  of  the  same  physiologic  changes 
noted  during  the  practice  of  other  techniques,  such  as  those  listed  in  Exhibit  II. 
These  physiologic  changes  are  significant  decreases  in  body  metabolism — 
oxygen  consumption  and  carbon  dioxide  elimination — and  rate  of  breathing. 
Decreased  oxygen  consumption  is  the  most  sensitive  index  of  the  elicitation  of 
the  relaxation  response. 

Techniques  that  elicit  the  relaxation  response  should  not  be  confused  with 
biofeedback.  Through  biofeedback  training,  a  subject  can  be  made  aware  of  an 
otherwise  unconscious  physiologic  function,  such  as  his  heart  rate,  and  learn  to 

6.  See  Wallace,  Benson,  and  Wilson,  op.  cit.;  see  also  John  F.  Beary  and  Herbert  Benson,  "A 
Simple  Psychophysiologic  Technique  Which  Elicits  the  Hypometabolic  Changes  of  the  Relaxation 
Response,"  Psychosomatic  Medicine,  March- April  1974,  p.  115. 
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alter  it  voluntarily.  He  uses  a  device  that  measures  the  function — heart  rate,  for 
example — and  "feeds  back"  to  him  information  corresponding  to  each  beat  of 
his  heart.  He  can  then  be  rewarded  (or  reward  himself)  for  increases  or 
decreases  in  his  heart  rate  and  thus  learn  partial  heart  rate  control.  Other 
physiologic  functions  that  have  been  shown  partially  controllable  through 
biofeedback  are  blood  pressure,  skin  temperature,  muscle  tension,  and  certain 
patterns  of  brain  waves,  such  as  alpha  waves. 

But  whereas  biofeedback  requires  physiologic  monitoring  equipment  and  can 
usually  be  focused  on  only  one  physiologic  function  at  a  time,  elicitation  of  the 
relaxation  response  requires  no  equipment  and  affects  several  physiologic 
functions  simultaneously. 

THERAPEUTIC  POSSIBILITIES  FOR  HYPERTENSION 

I  suggest  that  voluntary,  regular  elicitation  of  the  relaxation  response  can 
counterbalance  and  alleviate  the  effects  of  the  environmentally  induced,  but 
often  inappropriate,  fight-or-flight  response. 

For  example,  the  regular  elicitation  of  the  relaxation  response  is  useful  in 
lowering  the  blood  pressure  of  hypertensive  subjects.7  Individuals  atending  an 
introductory  transcendental  meditation  lecture  were  asked  whether  they  had 
high  blood  pressure  and,  if  so,  whether  they  would  be  willing  to  participate  in  a 
study  of  the  effects  of  meditation  on  high  blood  pressure.  Over  80  subjects  with 
high  blood  pressure  volunteered  for  the  study.  They  agreed  to  postpone  learning 
meditation  for  six  weeks  while  their  blood  pressures  were  periodically  measured 
and  recorded  to  establish  their  premeditation  blood  pressures.  At  the  end  of  the 
six-week  period,  the  subjects  were  trained  to  elicit  the  relaxation  response 
through  transcendental  meditation. 

After  at  least  two  weeks  of  twice-daily  meditation,  the  subjects'  blood 
pressures  were  measured  approximately  every  two  weeks  for  at  least  nine 
weeks.  Measurements  were  made  at  random  times  of  the  day  but  never  during 
meditation.  Throughout  this  entire  period,  the  subjects  were  instructed  to 
remain  under  the  care  of  their  physicians  and  to  make  only  those  changes  in 
their  medications  that  were  prescribed  by  their  physicians. 

Of  the  original  group,  about  50  individuals  altered  the  type  or  dosage  of  their 

7.  See  Herbert  Benson,  Barbara  R.  Marzetta,  and  Bernard  A.  Rosner,  "Decreased  Blood 
Pressure  Associated  with  the  Regular  Elicitation  of  the  Relaxation  Response:  A  Study  of 
Hypertensive  Subjects,"  in  Contemporary  Problems  in  Cardiology,  Vol.  I:  Stress  and  the  Heart, 
edited  by  R.  S.  Eliot  (Mt.  Kisco,  New  York,  Futura,  1974),  p.  293;  see  also  Herbert  Benson, 
Bernard  A.  Rosner,  Barbara  R.  Marzetta,  and  Helen  Klemchuk,  "Decreased  Blood-Pressure  in 
Pharmacologically  Treated  Hypertensive  Patients  Who  Regularly  Elicited  the  Relaxation  Re- 
sponse," The  Lancet,  February  23,  1974,  p.  289. 
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antihypertensive  medications  during  the  course  of  the  experiment.  The  data  on 
these  individuals  were  excluded  from  the  study  to  avoid  possible  inaccurate 
interpretations  caused  by  the  altered  regimens.  There  remained  over  30  subjects 
who  either  did  not  alter  their  medications  or  took  no  antihypertensive  medica- 
tions. Comparisons  were  then  made  between  these  subjects'  blood  pressures 
before  and  after  learning  meditation. 

During  the  premeditation  (control)  period,  the  subjects'  systolic  blood  pres- 
sures averaged  140  to  150  millimeters  of  mercury.  (Systolic  pressure  is  the 
measure  of  the  highest  component  of  blood  pressure.)  After  nine  weeks  of 
regular  elicitation  of  the  relaxation  response,  this  average  dropped  into  the 
range  of  130  to  140  millimeters.  Their  diastolic  pressures  (the  lowest  component 
of  blood  pressure)  averaged  90  to  95  millimeters  during  the  control  period  and 
dropped  into  the  range  of  85  to  90  millimeters  by  the  ninth  week  of  meditation. 
These  decreases  reflect  a  statistically  significant  change  in  blood  pressure,  from 
what  is  considered  the  borderline  hypertensive  range  to  the  normal  range  of 
blood  pressure.8 

An  equally  important  result  of  the  experiment  was  the  change  in  blood 
pressure  in  the  subjects  who  chose  to  stop  meditation.  Within  four  weeks  both 
their  systolic  and  their  diastolic  pressures  had  returned  to  their  initial  hyperten- 
sive levels. 

Work  remains  to  be  done  in  this  area,  but  these  studies  suggest  that  the 
regular  elicitation  of  the  relaxation  response  may  be  another  means  of  lowering 
blood  pressure.  At  the  present  time,  standard  medical  therapy  for  hypertension 
involves  the  use  of  antihypertensive  drugs.  This  pharmacologic  method  of 
lowering  blood  pressure  is  very  effective,  but  it  is  sometimes  accompanied  by 
unpleasant  side  effects,  and  it  is  expensive.  Indications  are  that  the  relaxation 
response  affects  the  same  mechanisms  and  lowers  blood  pressure  by  the  same 
means  as  some  antihypertensive  drugs.  Both  act  on  the  sympathetic  nervous 
system. 

Although  it  is  unlikely  that  the  regular  elicitation  of  the  relaxation  response 
will  be  adequate  therapy  by  itself  for  severe  or  moderate  hypertension,  it  might 
act  synergistically,  along  with  antihypertensive  drugs,  to  lower  blood  pressure, 
and  may  lead  to  the  use  of  fewer  drugs  or  decreased  dosages.  In  borderline 
hypertension,  the  regular  elicitation  of  the  relaxation  response  may  be  of  great 
value,  since  it  has  no  pharmacologic  side  effects  and  might  possibly  supplant  the 
use  of  drugs. 

However,  no  matter  how  encouraging  these  initial  results  appear  to  be,  no 
person  should  treat  himself  for  high  blood  pressure  by  regularly  eliciting  the 

8.  Ibid. 
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relaxation  response.  He  should  use  the  technique  only  under  the  supervision  of 
his  physician,  who  will  routinely  monitor  his  blood  pressure  to  make  sure  it  is 
adequately  controlled. 


OTHER  THERAPEUTIC  POSSIBILITIES 

Individuals  choose  various  means  to  alleviate  their  subjective  feelings  of  stress, 
and  heavy  alcohol  intake,  drug  abuse,  and  cigarette  smoking  are  serious 
problems  in  our  society.  In  a  recent  investigation,  1,862  individuals  completed  a 
questionnaire  in  which  they  reported  a  marked  decrease  in  hard-liquor  intake, 
drug  abuse,  and  cigarette  smoking  after  they  had  begun  the  elicitation  of  the 
relaxation  response  through  the  practice  of  transcendental  meditation.9 

Details  on  decreased  alcohol  intake  are  as  follows.  Hard  liquor  was  defined 
as  any  beverage  of  alcoholic  content  other  than  wine  or  beer,  and  its  usage  was 
divided  into  four  categories: 

1.  Total  nonusage  of  alcohol. 

2.  Light  usage — up  to  three  times  per  month. 

3.  Medium  usage — one  to  six  times  per  week. 

4.  Heavy  usage — at  least  once  per  day. 

Prior  to  the  regular  practice  of  meditation,  2.7%  were  heavy  users  of  hard 
liquor.  This  percentage  decreased  to  0.4%  after  21  months  of  the  twice-daily 
practice  of  meditation.  Medium  users  comprised  15.8%  prior  to  meditation; 
after  21  months  they  were  only  2.6%.  Light  usage  of  hard  liquor  decreased  from 
41.4%  to  21.9%.  Further,  heavy  and  medium  users  tended  to  become  light  users 
or  nonusers  as  they  continued  to  meditate;  and,  whereas  40.1%  were  nonusers  of 
alcohol  prior  to  learning  meditation,  this  percentage  had  increased  to  75.1% 
after  21  or  more  months  of  meditation. 

This  questionnaire  also  surveyed  the  drug-abuse  patterns  of  the  group — that 
is,  the  usage  of  marijuana,  amphetamines,  barbiturates,  narcotics,  LSD  and 
other  hallucinogens.  Following  the  start  of  the  regular  practice  of  meditation, 
there  was  a  marked  decrease  in  the  number  of  drug  abusers  in  all  categories; 
and,  as  the  practice  was  continued,  there  was  a  progressive  decrease  in  drug 
abuse.  After  21  months,  most  subjects  were  using  no  drugs  at  all. 

For  example,  in  the  6-month  period  before  starting  the  practice  of  meditation, 
about  80%  of  this  sample  used  marijuana,  and  of  those  about  28%  were  heavy 
users.  After  regularly  eliciting  the  relaxation  response  for  approximately  6 
months,  37%  used  marijuana,  and  of  those  only  6%  were  heavy  users.  After  21 

9.  Herbert  Benson  and  R.  Keith  Wallace,  "Decreased  Drug  Abuse  With  Transcendental 
Meditation — A  Study  of  1,862  Subjects,"  in  Drug  Abuse — Proceedings  of  the  International 
Conference,  edited  by  C.  J.  D.  Zarafonetis  (Philadelphia,  Lea  and  Febiger,  1972),  p.  369. 
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months  of  the  practice,  12%  continued  to  use  marijuana,  and  of  those  almost  all 
were  light  users;  only  one  individual  was  a  heavy  user. 

There  was  an  even  greater  decrease  in  the  abuse  of  LSD.  Before  starting  the 
practice  of  meditation,  48%  of  the  subjects  had  used  LSD,  and  of  these  about 
14%  were  heavy  users  (at  least  once  per  week).  After  3  months  of  meditation, 
12%  of  the  subjects  still  took  LSD,  but  after  21  months  only  3%  still  took  it. 

For  other  drugs  there  were  similar  increases  in  numbers  of  nonusers  after 
starting  the  practice  of  meditation.  After  21  months,  nonusers  of  the  other 
hallucinogens  rose  from  61%  to  96%;  for  the  narcotics,  from  83%  to  99%;  for  the 
amphetamines,  from  68%  to  99%;  and  for  the  barbiturates,  from  83%  to  99%. 

The  smoking  habits  of  the  subjects  also  changed.  Approximately  48%  smoked 
cigarettes  before  starting  meditation,  and  27%  of  the  sample  were  heavy  users 
(at  least  one  pack  per  day).  After  21  months  of  meditation,  only  16%  still 
smoked  cigarettes,  and  only  5.8%  were  heavy  smokers. 

This  particular  investigation  was  biased  in  several  ways.  The  data  were 
retrospective  and  subject  to  the  limitation  of  personal  recall.  The  group  was  not 
a  random  sample,  nor  was  it  chosen  to  be  representative  of  the  general 
population.  Further,  there  was  no  control  population;  there  are  no  data 
concerning  the  patterns  of  alcohol  intake,  drug  abuse,  and  cigarette  smoking  of  a 
matched  sample  of  nonmeditators.  Only  a  prospective  investigation  can  elimi- 
nate these  biases.  However,  these  data,  as  well  as  data  from  the  other  studies 
cited,  suggest  strongly  that  a  beneficial  effect  may  be  derived  from  elicitation  of 
the  relaxation  response. 

I  must  emphasize  again,  however,  that  the  relaxation  response  should  not  be 
viewed  as  a  potential  panacea  for  medical  problems.  An  investigation  of  the 
response  in  the  therapy  of  severe  migraine  and  certain  other  kinds  of  headache, 
for  example,  has  demonstrated  the  response  to  be  of  limited  usefulness  in  these 
illnesses;  it  is  recommended  that  this  particular  therapy  be  tried  when  other 
therapies  of  headache  have  proved  unsuccessful.10  Thus,  the  relaxation  response 
should  not  be  practiced  for  preventive  or  therapeutic  medical  benefits  unless  done 
so  with  the  approval  of  a  physician. 

A  note  on  side  effects 

The  side  effects  of  the  extensive  practice  of  the  relaxation  response  are  worth 
brief  discussion,  although  they  have  not  been  well  documented. 

When  the  response  is  elicited  for  two  limited  daily  periods  of  20  to  30 
minutes,  no  adverse  side  effects  have  been  observed.  When  the  response  is 
elicited  more  frequently — for  example,  for  many  hours  daily  over  a  period  of 

10.  Herbert  Benson,  Helen  Klemchuk,  and  John  R.  Graham,  "The  Usefulness  of  the  Relaxation 
Response  in  the  Therapy  of  Headache,"  Headache,  Vol.  14,  pp!  49-52,  1974. 
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several  days — some  individuals  have  experienced  a  withdrawal  from  life  and 
have  developed  symptoms  that  range  from  insomnia  to  hallucinatory  behavior. 
These  side  effects  of  the  excessive  elicitation  of  the  relaxation  response  are 
difficult  to  evaluate  on  a  retrospective  basis,  since  many  people  with  preexisting 
psychiatric  problems  might  be  drawn  to  any  technique  that  evangelistically 
promises  relief  from  tension  and  stress. 

However,  it  is  unlikely  that  the  twice  daily  elicitation  of  the  response  would 
do  any  more  harm  than  would  regular  prayer. 


Benefits  for  the  Business  Community 

As  noted  above,  well  over  50%  of  our  present  U.S.  population  will  die  of  heart 
disease  and  related  conditions,  and  these  diseases  appear  to  be  attacking 
Americans  at  younger  and  younger  ages.  The  frequent  elicitation  of  the  fight- 
or-flight  response  has  been  strongly  implicated  in  the  development  of  these 
diseases.  The  regular  use  of  the  relaxation  response  in  our  daily  lives  may 
counteract  the  harmful  effects  of  the  fight-or-flight  response  and  thereby 
mitigate  these  extremely  prevalent  and  dire  diseases. 

However,  modern  Western  society  has  turned  away  from  many  of  the 
traditional  techniques  that  elicit  the  relaxation  response,  such  as  prayer.  Our 
society  has  thus  lost  an  important  means  of  alleviating  stress  and  maintaining 
equilibrium  in  a  changing  world.  We  can  probably  greatly  benefit  by  the 
reintroduction  of  the  relaxation  response  into  our  society. 

Because  of  its  far-reaching  influence  in  our  society,  the  business  sector  could 
take  the  lead  in  this  reintroduction.  For  example,  programs  could  be  established 
in  which  time  is  made  available  for  employees  to  practice  the  relaxation 
response.  Voluntary  participants  could  choose  whatever  mode  they  wish:  a 
familiar  mode,  like  certain  types  of  prayer,  or  the  simple,  noncultic,  mental 
technique  previously  described.  A  quiet  environment  is  desirable,  but  a  person 
can  elicit  the  response  at  his  or  her  desk  or  at  any  comfortable  seat.  A 
"relaxation  response  break"  might  be  substituted  for  the  coffee  break.  This  may 
improve  employees'  ability  to  deal  with  stress  and  increase  their  sense  of  well- 
being.  Not  only  may  such  an  application  prove  beneficial  to  the  individual — it 
may  have  further,  broader  benefits  and  ramifications  for  industry  as  a  whole. 

For  centuries,  people  have  used  various  techniques  to  elicit  the  relaxation 
response,  but  it  is  only  now  that  we  are  recognizing  its  potential  physiologic 
benefits.  The  relaxation  response  is  innate.  Members  of  industry  need  only  take 
the  time  to  bring  it  forth.  Finally,  in  our  society,  the  executive  certainly  has  the 
power  to  effectively  champion  the  use  of  this  simple  but  remarkably  salutary 
response,  by  making  time  available  to  bring  it  forth. 


Appendix:  A  Historical  Note 


The  elicitation  of  the  relaxation  response  has  been  a  part  of  many  secular  and 
religious  practices  for  centuries. 

In  the  West,  a  fourteenth-century  Christian  treatise  entitled  The  Cloud  of 
Unknowing  discusses  how  to  attain  an  alleged  union  with  God.  The  anonymous 
author  states  that  this  goal  cannot  be  reached  in  the  ordinary  levels  of  human 
consciousness  but  requires  the  use  of  "lower"  levels.  These  leve's  are  reached  by 
eliminating  all  distractions  and  physical  activity,  all  worldly  things,  including 
all  thoughts.  As  a  means  of  "beating  down  thought,"  the  use  of  a  single-syllable 
word,  such  as  "God"  or  "love,"  should  be  repeated: 

Choose  whichever  one  you  prefer,  or,  if  you  like,  choose  another  that  suits  your  taste, 
provided  that  it  is  of  one  syllable.  And  clasp  this  word  tightly  in  your  heart  so  that  it 
never  leaves  it  no  matter  what  may  happen.  This  word  shall  be  your  shield  and  your 
spear.  .  .  .  With  this  word  you  shall  strike  down  thoughts  of  every  kind  and  drive  them 
beneath  the  cloud  of  forgetting.  After  that,  if  any  thoughts  should  press  upon 
you  .  .  .  answer  him  with  this  word  only  and  with  no  other  words. 

According  to  the  writer,  there  will  be  moments  when  "every  created  thing  may 
suddenly  and  completely  be  forgotten.  But  immediately  after  each  stirring, 
because  of  the  corruption  of  the  flesh,  [the  soul]  drops  down  again  to  some 
thought  or  some  deed."  An  important  instruction  for  success  is  "do  not  by 
another  means  work  in  it  with  your  mind  or  with  your  imagination." 

Another  Christian  work,  The  Third  Spiritual  Alphabet,  written  in  the  tenth 
century  by  Fray  Francisco  de  Osuna,  describes  an  altered  state  of  consciousness. 
He  wrote  that  "contemplation  requires  us  to  blind  ourselves  to  all  that  is  not 
God,"  and  that  one  should  be  deaf  and  dumb  to  all  else  and  must  "quit  all 
obstacles,  keeping  your  eyes  bent  on  the  ground."  The  method  can  be  either  a 
short,  self-composed  prayer,  repeated  over  and  over,  or  simply  saying  no  to 
thoughts  when  they  occur.  This  exercise  was  to  be  performed  for  one  hour  in 
the  morning  and  evening  and  taught  by  a  qualified  teacher. 

note:  This  historical  discussion  appears  in  part  in  Benson,  Beary,  and  Carol,  "The  Relaxation 
Response." 
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Fray  Francisco  wrote  that  such  an  exercise  would  help  in  all  endeavors, 
making  individuals  more  efficient  in  their  tasks  and  the  tasks  more  enjoyable; 
that  all  men,  especially  the  busy,  secular  as  well  as  religious,  should  be  taught 
this  meditation  because  it  is  a  refuge  to  which  one  can  retreat  when  faced  with 
stressful  situations. 

Christian  meditation  and  mysticism  were  well  developed  within  the  Byzan- 
tine church  and  known  as  Hesychasm.  Hesychasm  involved  a  method  of 
repetitive  prayer  that  was  described  in  the  fourteenth  century  at  Mount  Athos 
in  Greece  by  Gregory  of  Sinai  and  was  called  "The  Prayer  of  the  Heart"  or 
"The  Prayer  of  Jesus."  It  dates  back  to  the  beginnings  of  Christianity.  The 
prayer  itself  was  called  secret  meditation  and  was  transmitted  from  older  to 
younger  monks  through  an  initiation  rite.  Emphasis  was  placed  on  having  a 
skilled  instructor.  The  method  of  prayer  recommended  by  these  monks  was  as 
follows: 

Sit  down  alone  and  in  silence.  Lower  your  head,  shut  your  eyes,  breathe  out  gently, 
and  imagine  yourself  looking  into  your  own  heart.  Carry  your  mind,  i.e.,  your  thoughts, 
from  your  head  to  your  heart.  As  you  breathe  out,  say  'Lord  Jesus  Christ,  have  mercy  on 
me.'  Say  it  moving  your  lips  gently,  or  simply  say  it  in  your  mind.  Try  to  put  all  other 
thoughts  aside.  Be  calm,  be  patient,  and  repeat  the  process  very  frequently. 

In  Judaism,  similar  practices  date  back  to  the  time  of  the  second  temple  in  the 
second  century  B.C.  and  are  found  in  one  of  the  earliest  forms  of  Jewish 
mysticism,  Merkabalism.  In  this  practice  of  meditation,  the  subject  sat  with  his 
head  between  his  knees  and  whispered  hymns,  songs,  and  repeated  a  name  of  a 
magic  seal. 

In  the  thirteenth  century  a.d.,  the  works  of  Rabbi  Abulafia  were  published, 
and  his  ideas  became  a  major  part  of  Jewish  cabalistic  tradition.  Rabbi  Abulafia 
felt  that  the  normal  life  of  the  soul  is  kept  within  limits  by  our  sensory 
perceptions  and  emotions,  and  since  these  perceptions  and  emotions  are  con- 
cerned with  the  finite,  the  soul's  life  is  finite.  Man,  therefore,  needs  a  higher 
form  of  perception  that,  instead  of  blocking  the  soul's  deeper  regions,  opens 
them  up.  An  "absolute"  object  on  which  to  meditate  is  required.  Rabbi  Abulafia 
found  this  object  in  the  Hebrew  alphabet.  He  developed  a  mystical  system  of 
contemplating  the  letters  of  God's  name.  Rabbi  Ben  Zion  Bokser  describes 
Rabbi  Abulafia's  prayer: 

Immersed  in  prayer  and  meditation,  uttering  the  divine  name  with  special  modula- 
tions of  the  voice  and  with  special  gestures,  he  induced  in  himself  a  state  of  ecstasy  in 
which  he  believed  the  soul  had  shed  its  material  bonds  and,  unimpeded,  returned  to  its 
divine  source.1 


1.  From  the  World  of  the  Cabbalah  (New  York,  Philosophical  Library,  1954),  p.  9. 
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The  purpose  of  this  prayer  and  methodical  meditation  is  to  experience  a  new 
state  of  consciousness  in  which  all  relation  to  the  senses  is  severed.  Gershom 
Gerhard  Scholem  compares  this  state  to  music  and  yoga.  He  feels  that 
Abulafia's  teachings  "represent  but  a  Judaized  version  of  that  ancient  spiritual 
technique  which  has  found  its  classical  expression  in  the  practices  of  the  Indian 
mystics  who  follow  the  system  known  as  Yoga"  Scholem  continues: 

To  cite  only  one  instance  out  of  many,  an  important  part  in  Abulafia's  system  is 
played  by  the  technique  of  breathing;  now  this  technique  has  found  its  highest 
development  in  the  Indian  Yoga,  where  it  is  commonly  regarded  as  the  most  important 
instrument  of  mental  discipline.  Again,  Abulafia  lays  down  certain  rules  of  body  posture, 
certain  corresponding  combinations  of  consonants  and  vowels,  and  certain  forms  of 
recitation,  and  in  particular  some  passages  of  his  book  The  Light  of  the  Intellect  give  the 
impression  of  a  Judaized  treatise  on  Yoga.  The  similarity  even  extends  to  some  aspects  of 
the  doctrine  of  ecstatic  vision,  as  preceded  and  brought  about  by  these  practices.2 

The  basic  elements  that  elicit  the  relaxation  response  in  certain  practices  of 
Christianity  and  Judaism  are  also  found  in  Islamic  mysticism  or  Sufism.  Sufism 
developed  in  reaction  to  the  external  rationalization  of  Islam  and  made  use  of 
intuitive  and  emotional  faculties  that  are  claimed  to  be  dormant  until  utilized 
through  training  under  the  guidance  of  a  teacher.  The  method  of  employing 
these  faculties  is  known  as  dhikr.  It  is  a  means  of  excluding  distractions  and  of 
drawing  nearer  to  God  by  the  constant  repetition  of  His  name,  either  silently  or 
aloud,  and  by  rhythmic  breathing.  Music,  musical  poems,  and  dance  are  also 
employed  in  their  ritual  of  dhikr,  for  it  was  noticed  that  they  could  help  induce 
states  of  ecstasy. 

Originally,  dhikr  was  only  practiced  by  the  members  of  the  society  who  made 
a  deliberate  choice  to  redirect  their  lives  to  God  as  the  preliminary  step  in  the 
surrender  of  the  will.  Upon  initiation  into  his  order,  the  initiate  received  the 
wird,  a  secret,  holy  sound.  The  old  Masters  felt  that  the  true  encounter  with 
God  could  not  be  attained  by  all,  for  most  men  are  born  deaf  to  mystical 
sensitivity.  However,  by  the  twelfth  century,  this  attitude  had  changed.  It  was 
realized  that  this  ecstasy  could  be  induced  in  the  ordinary  man  in  a  relatively 
short  time  by  rhythmic  exercises  involving  posture,  control  of  breath,  coordinat- 
ed movements,  and  oral  repetitions. 

In  the  Western  world,  the  relaxation  response  elicited  by  religious  practices 
was  not  part  of  the  routine  practice  of  religions,  but  rather  was  associated  with 
the  mystical  tradition.  In  the  East,  however,  meditation  that  elicited  the 
relaxation  response  was  developed  much  earlier  and  became  a  major  element  in 
religion   as   well   as   in   everyday   life.   Writings   from   Indian   scriptures,   the 

2.  Major  Trends  in  Jewish  Mysticism  (New  York,  Schocken  Books,  1967),  p.  139. 
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Upanishads,  dated  sixth  century  B.C.,  note  that  individuals  might  attain  "a 
unified  state  with  the  Brahman  [the  Deity]  by  means  of  restraint  of  breath, 
withdrawal  of  senses,  meditation,  concentration,  contemplation,  and  absorp- 
tion." 

There  are  a  multitude  of  Eastern  religions  and  ways  of  life,  including  Zen 
and  yoga,  with  their  many  variants,  which  can  elicit  the  relaxation  response. 
They  employ  mental  and  physical  methods,  including  the  repetition  of  a  word 
or  sound,  the  exclusion  of  meaningful  thoughts,  a  quiet  environment,  and  a 
comfortable  position,  and  they  stress  the  importance  of  a  trained  teacher.  One  of 
the  meditative  practices  of  Zen  Buddhism,  za-zen,  employs  a  yogalike  technique 
of  the  coupling  of  respiration  and  counting  to  ten,  e.g.,  one  on  inhaling,  two  on 
exhaling,  and  so  on,  to  ten.  With  time,  one  stops  counting  and  simply  "follows 
the  breath"  in  order  to  achieve  a  state  of  no  thought,  no  feeling,  to  be  completely 
in  nothing. 

Shintoism  and  Taoism  are  important  religions  of  Japan  and  China.  A 
method  of  prayer  in  Shintoism  consists  of  sitting  quietly,  inspiring  through  the 
nose,  holding  inspiration  for  a  short  time,  and  expiring  through  the  mouth,  with 
eyes  directed  toward  a  mirror  at  their  level.  Throughout  the  exercise,  the  priest 
repeats  ten  numbers,  or  sacred  words,  pronounced  according  to  the  traditional 
religious  teachings.  Fujisawa  noted,  "It  is  interesting  that  this  grand  ritual 
characteristic  of  Shintoism  in  doubtlessly  the  same  process  as  Yoga."  Taoism, 
one  of  the  traditional  religions  of  China,  employs,  in  addition  to  methods  similar 
to  Shinto,  concentration  on  nothingness  to  achieve  absolute  tranquility. 

Similar  meditational  practices  are  found  in  practically  every  culture  of  man. 
Shamanism  is  a  form  of  mysticism  associated  with  feelings  of  ecstasy  and  is 
practiced  in  conjunction  with  tribal  religions  in  North  and  South  America, 
Indonesia,  Oceania,  Africa,  Siberia,  and  Japan.  Each  shaman  has  a  song  or 
chant  to  bring  on  trances,  usually  entering  into  solitude  to  do  so.  Music, 
especially  the  drum,  plays  an  important  part  in  Shamanistic  trances. 

Many  less  traditional  religious  practices  are  flourishing  in  the  United  States. 
One  aim  of  the  practices  is  achievement  of  an  altered  state  of  consciousness, 
which  is  induced  by  techniques  similar  to  those  that  elicit  the  relaxation 
response.  Subub,  Nichiren  Sho  Shu,  Hare  Krishna,  Scientology,  Black  Muslim- 
ism,  the  Meher  Baba  group,  and  the  Association  for  Research  and  Enlighten- 
ment are  but  a  few  of  these. 

In  addition  to  techniques  that  elicit  the  relaxation  response  within  a  religious 
context,  secular  techniques  also  exist.  The  so-called  nature  mystics  have  been 
able  to  elicit  the  relaxation  response  by  immersing  themselves  in  quiet,  often  in 
the  quiet  of  nature.  Wordsworth  believed  that  when  his  mind  was  freed  from 
preoccupation  with  disturbing  objects,  petty  cares,  "little  enmities  and  low 
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desires,"  he  could  reach  a  condition  of  equilibrium,  which  he  describes  as  a 
"wise  passiveness"  or  "a  happy  stillness  of  the  mind."  Wordsworth  believed 
that  anyone  could  deliberately  induce  this  condition  in  himself  by  a  kind  of 
relaxation  of  the  will.  Thoreau  made  many  references  to  such  feelings  attained 
by  sitting  for  hours  alone  with  nature.  Indeed,  Thoreau  compares  himself  to  a 
yogi.  William  James  describes  similar  experiences.  For  the  reader  who  wishes 
to  pursue  the  topic  further,  a  treatise  on  other  such  experiences  may  be  found  in 
Raynor  C.  Johnson's  Watcher  on  the  Hills  (Mystic,  Connecticut,  Lawrence 
Verry  Inc.,  1951). 


Part  III 

Developing  Peoples  Talents 


In  general,  we  know  how  to  teach  others  how  to  read,  write,  program  computers, 
and  make  statistical  analyses.  All  these  things  may  not  be  easy  to  do,  but  we 
know  how  to  teach  them  and  we  know  how  to  tell  ij someone  has  learned  them  or 
not.  It  is  not  as  easy,  however,  to  develop  the  intuitive,  nonrational  sides  of 
people.  A  person  can  be  taught  to  put  symbols  on  a  piece  of  paper,  but  can  he  or 
she  be  "taught"  how  to  create  a  poem,  or  make  a  wise  decision. 

In  business  the  same  problem  exists.  There  is  no  lack  of  successful  managerial 
development  programs  that  teach  technical  skills.  But  how  about  courses  that 
teach  qualities  that  leaders  require:  interpersonal  skills,  judgment,  or  creativity? 
There  have  been  attempts,  such  as  sensitivity  training  courses,  to  teach  these 
things,  but  in  general  most  attempts  to  develop  the  intuitive  side  of  a  manager 
have  been  minimal,  as  well  as  haphazard. 

Even  more  problematic,  as  Abraham  Zaleznik  points  out  in  "Managers  and 
Leaders:  Are  They  Different? ,"  most  bureaucratic,  rational,  and  orderly  struc- 
tures are  actually  inimical  to  the  development  of  leaders.  Large  bureaucratic 
organizations  limit  personal  relationships,  which  are  essential  to  developing 
interpersonal  skills. 

The  articles  in  this  section  show  how  through  personal  relationships  and 
empathetic  modeling  people  can  learn  and  develop  new  skills  as  well  as  acquire 
leadership  qualities  in  an  organizational  setting.  In  all  cases,  a  manager's 
treatment  of  a  subordiante  is  the  crucial  factor  in  that  subordinate's  development. 
According  to  J.  Sterling  Livingston,  a  manager's  expectations  are  the  key  to  a 
subordinate's  performance.  He  writes  in  "Pygmalion  in  Management"  that 
managers  effective  in  developing  people  pick  those  people  they  know  will 
succeed  and  then  treat  them  that  way.  The  success  lies  in  the  employee's 
perceiving  that  confidence. 
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Abraham  Zaleznik 


Most  societies,  and  that  includes  business  organizations,  are  caught  between  two 
conflicting  needs:  one  for  managers  to  maintain  the  balance  of  operations,  and  one  for 
leaders  to  create  new  approaches  and  imagine  new  areas  to  explore.  One  might  well  ask 
why  there  is  a  conflict.  Cannot  both  managers  and  leaders  exist  in  the  same  society,  or 
even  better,  cannot  one  person  be  both  a  manager  and  a  leader?  The  author  of  this  article 
does  not  say  that  is  impossible  but  suggests  that  because  leaders  and  managers  are 
basically  different  types  of  people,  the  conditions  favorable  to  the  growth  of  one  may  be 
inimical  to  the  other.  Exploring  the  world  views  of  managers  and  leaders,  the  author 
illustrates,  using  Alfred  P.  Sloan  and  Edwin  Land  among  others  as  examples,  that 
managers  and  leaders  have  different  attitudes  toward  their  goals,  careers,  relations  with 
others,  and  themselves.  And  tracing  their  different  lines  of  development,  the  author  shows 
how  leaders  are  of  a  psychologically  different  type  than  managers;  their  development 
depends  on  their  forming  a  one-to-one  relationship  with  a  mentor. 


What  is  the  ideal  way  to  develop  leadership?  Every  society  provides  its  own 
answer  to  this  question,  and  each,  in  groping  for  answers,  defines  its  deepest 
concerns  about  the  purposes,  distributions,  and  uses  of  power.  Business  has 
contributed  its  answer  to  the  leadership  question  by  evolving  a  new  breed  called 
the  manager.  Simultaneously,  business  has  established  a  new  power  ethic  that 
favors  collective  over  individual  leadership,  the  cult  of  the  group  over  that  of 
personality.  While  ensuring  the  competence,  the  control,  and  the  balance  of 
power  relations  among  groups  with  the  potential  for  rivalry,  managerial 
leadership  unfortunately  does  not  necessarily  ensure  imagination,  creativity,  or 
ethical  behavior  in  guiding  the  destinies  of  corporate  enterprises. 

Leadership  inevitably  requires  using  power  to  influence  the  thoughts  and 
actions  of  other  people.  Power  in  the  hands  of  an  individual  entails  human  risks: 
first,  the  risk  of  equating  power  with  the  ability  to  get  immediate  results; 
second,  the  risk  of  ignoring  the  many  different  ways  people  can  legitimately 
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accumulate  power;  and  third,  the  risk  of  losing  self-control  in  the  desire  for 
power.  The  need  to  hedge  these  risks  accounts  in  part  for  the  development  of 
collective  leadership  and  the  managerial  ethic.  Consequently,  an  inherent 
conservatism  dominates  the  culture  of  large  organizations.  In  The  Second 
American  Revolution,  John  D.  Rockefeller,  3rd,  describes  the  conservatism  of 
organizations: 

An  organization  is  a  system,  with  a  logic  of  its  own,  and  all  the  weight  of  tradition  and 
inertia.  The  deck  is  stacked  in  favor  of  the  tried  and  proven  way  of  doing  things  and 
against  the  taking  of  risks  and  striking  out  in  new  directions.1 

Out  of  this  conservatism  and  inertia  organizations  provide  succession  to 
power  through  the  development  of  managers  rather  than  individual  leaders. 
And  the  irony  of  the  managerial  ethic  is  that  it  fosters  a  bureaucratic  culture  in 
business,  supposedly  the  last  bastion  protecting  us  from  the  encroachments  and 
controls  of  bureaucracy  in  government  and  education.  Perhaps  the  risks 
associated  with  power  in  the  hands  of  an  individual  may  be  necessary  ones  for 
business  to  take  if  organizations  are  to  break  free  of  their  inertia  and  bu- 
reaucratic conservatism. 


Manager  vs.  Leader  Personality 

Theodore  Levitt  has  described  the  essential  features  of  a  managerial  culture 
with  its  emphasis  on  rationality  and  control: 

Management  consists  of  the  rational  assessment  of  a  situation  and  the  systematic 
selection  of  goals  and  purposes  (what  is  to  be- done?);  the  systematic  development  of 
strategies  to  achieve  these  goals;  the  marshalling  of  the  required  resources;  the  rational 
design,  organization,  direction,  and  control  of  the  activities  required  to  attain  the  selected 
purposes;  and,  finally,  the  motivating  and  rewarding  of  people  to  do  the  work.2 

In  other  words,  whether  his  or  her  energies  are  directed  toward  goals, 
resources,  organization  structures,  or  people,  a  manager  is  a  problem  solver. 
The  manager  asks  himself,  "What  problems  have  to  be  solved,  and  what  are  the 
best  ways  to  achieve  results  so  that  people  will  continue  to  contribute  to  this 
organization?"  In  this  conception,  leadership  is  a  practical  effort  to  direct 
affairs;  and  to  fulfill  his  task,  a  manager  requires  that  many  people  operate  at 
different  levels  of  status  and  responsibility.  Our  democratic  society  is,  in  fact, 

1.  John  D.  Rockefeller,  3rd.,  The  Second  American  Revolution  (New  York:  Harper  &  Row, 
1973),  p.  72. 

2.  Theodore  Levitt,  "Management  and  the  Post  Industrial  Society,"  The  Public  Interest, 
Summer  1976,  p.  73. 
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unique  in  having  solved  the  problem  of  providing  well-trained  managers  for 
business.  The  same  solution  stands  ready  to  be  applied  to  government,  educa- 
tion, health  care,  and  other  institutions.  It  takes  neither  genius  nor  heroism  to  be 
a  manager,  but  rather  persistence,  tough-mindedness,  hard  work,  intelligence, 
analytical  ability  and,  perhaps  most  important,  tolerance  and  goodwill. 

Another  conception,  however,  attaches  almost  mystical  beliefs  to  what  leader- 
ship is  and  assumes  that  only  great  people  are  worthy  of  the  drama  of  power 
and  politics.  Here,  leadership  is  a  psychodrama  in  which,  as  a  precondition  for 
control  of  a  political  structure,  a  lonely  person  must  gain  control  of  him-  or 
herself.  Such  an  expectation  of  leadership  contrasts  sharply  with  the  mundane, 
practical,  and  yet  important  conception  that  leadership  is  really  managing  work 
that  other  people  do. 

Two  questions  come  to  mind.  Is  this  mystique  of  leadership  merely  a 
holdover  from  our  collective  childhood  of  dependency  and  our  longing  for  good 
and  heroic  parents?  Or  is  there  a  basic  truth  lurking  behind  the  need  for  leaders 
that  no  matter  how  competent  managers  are,  their  leadership  stagnates  because 
of  their  limitations  in  visualizing  purposes  and  generating  value  in  work? 
Without  this  imaginative  capacity  and  the  ability  to  communicate,  managers, 
driven  by  their  narrow  purposes,  perpetuate  group  conflicts  instead  of  reform- 
ing them  into  broader  desires  and  goals. 

If  indeed  problems  demand  greatness,  then,  judging  by  past  performance,  the 
selection  and  development  of  leaders  leave  a  great  deal  to  chance.  There  are  no 
known  ways  to  train  "great"  leaders.  Furthermore,  beyond  what  we  leave  to 
chance,  there  is  a  deeper  issue  in  the  relationship  between  the  need  for 
competent  managers  and  the  longing  for  great  leaders. 

What  it  takes  to  ensure  the  supply  of  people  who  will  assume  practical 
responsibility  may  inhibit  the  development  of  great  leaders.  Conversely,  the 
presence  of  great  leaders  may  undermine  the  development  of  managers  who 
become  very  anxious  in  the  relative  disorder  that  leaders  seem  to  generate.  The 
antagonism  in  aim  (to  have  many  competent  managers  as  well  as  great  leaders) 
often  remains  obscure  in  stable  and  well-developed  societies.  But  the  antago- 
nism surfaces  during  periods  of  stress  and  change,  as  it  did  in  the  Western 
countries  during  both  the  Great  Depression  and  World  War  II.  The  tension 
also  appears  in  the  struggle  for  power  between  theorists  and  professional 
managers  in  revolutionary  societies. 

It  is  easy  enough  to  dismiss  the  dilemma  I  pose  (of  training  managers  while 
we  may  need  new  leaders,  or  leaders  at  the  expense  of  managers)  by  saying  that 
the  need  is  for  people  who  can  be  both  managers  and  leaders.  The  truth  of  the 
matter  as  I  see  it,  however,  is  that  just  as  a  managerial  culture  is  different  from 
the  entrepreneurial  culture  that  develops  when  leaders  appear  in  organizations, 
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managers  and  leaders  are  very  different  kinds  of  people.  They  differ  in 
motivation,  personal  history,  and  in  how  they  think  and  act. 

A  technologically  oriented  and  economically  successful  society  tends  to 
depreciate  the  need  for  great  leaders.  Such  societies  hold  a  deep  and  abiding 
faith  in  rational  methods  of  solving  problems,  including  problems  of  value, 
economics,  and  justice.  Once  rational  methods  of  solving  problems  are  broken 
down  into  elements,  organized,  and  taught  as  skills,  then  society's  faith  in 
technique  over  personal  qualities  in  leadership  remains  the  guiding  conception 
for  a  democratic  society  contemplating  its  leadership  requirements.  But  there 
are  times  when  tinkering  and  trial  and  error  prove  inadequate  to  the  emerging 
problems  of  selecting  goals,  allocating  resources,  and  distributing  wealth  and 
opportunity.  During  such  times,  the  democratic  society  needs  to  find  leaders 
who  use  themselves  as  the  instruments  of  learning  and  acting,  instead  of 
managers  who  use  their  accumulation  of  collective  experience  to  get  where  they 
are  going. 

The  most  impressive  spokesman,  as  well  as  exemplar  of  the  managerial 
viewpoint,  was  Alfred  P.  Sloan,  Jr.,  who,  along  with  Pierre  du  Pont,  designed 
the  modern  corporate  structure.  Reflecting  on  what  makes  one  management 
successful  while  another  fails,  Sloan  suggested  that  "good  management  rests  on 
a  reconciliation  of  centralization  and  decentralization,  or  'decentralization  with 
coordinated  control.'  "3 

Sloan's  conception  of  management,  as  well  as  his  practice,  developed  by  trial 
and  error,  and  by  the  accumulation  of  experience.  Sloan  wrote: 

There  is  no  hard  and  fast  rule  for  sorting  out  the  various  responsibilities  and  the  best 
way  to  assign  them.  The  balance  which  is  struck  .  .  .  varies  according  to  what  is  being 
decided,  the  circumstances  of  the  time,  past  experience,  and  the  temperaments  and  skills 
of  the  executive  involved.4 

In  other  words,  in  much  the  same  way  that  the  inventors  of  the  late 
nineteenth  century  tried,  failed,  and  fitted  until  they  hit  on  a  product  or  method, 
managers  who  innovate  in  developing  organizations  are  "tinkerers."  They  do 
not  have  a  grand  design  or  experience  the  intuitive  flash  of  insight  that, 
borrowing  from  modern  science,  we  have  come  to  call  the  "breakthrough." 

Managers  and  leaders  differ  fundamentally  in  their  world  views.  The 
dimensions  for  assessing  these  differences  include  managers'  and  leaders' 
orientations  toward  their  goals,  their  work,  their  human  relations,  and  their 
selves. 


3.  Alfred  P.  Sloan,  Jr.,  My  Years  with  General  Motors  (New  York:  Doubleday  &  Co.,  1964),  p. 
429. 

4.  Ibid.,  p.  429. 
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ATTITUDES  TOWARD  GOALS 

Managers  tend  to  adopt  impersonal,  if  not  passive,  attitudes  toward  goals. 
Managerial  goals  arise  out  of  necessities  rather  than  desires,  and,  therefore,  are 
deeply  imbedded  in  the  history  and  culture  of  the  organization. 

Frederic  G.  Donner,  chairman  and  chief  executive  officer  of  General  Motors 
from  1958  to  1967,  expressed  this  impersonal  and  passive  attitude  toward  goals 
in  defining  GM's  position  on  product  development: 

To  meet  the  challenge  of  the  marketplace,  we  must  recognize  changes  in  customer  needs 
and  desires  far  enough  ahead  to  have  the  right  products  in  the  right  places  at  the  right 
time  and  in  the  right  quantity. 

We  must  balance  trends  in  preference  against  the  many  compromises  that  are 
necessary  to  make  a  final  product  that  is  both  reliable  and  good  looking,  that  performs 
well  and  that  sells  at  a  competitive  price  in  the  necessary  volume.  We  must  design,  not 
just  the  cars  we  would  like  to  build,  but  more  importantly,  the  cars  that  our  customers 
want  to  buy.5 

Nowhere  in  this  formulation  of  how  a  product  comes  into  being  is  there  a  notion 
that  consumer  tastes  and  preferences  arise  in  part  as  a  result  of  what 
manufacturers  do.  In  reality,  through  product  design,  advertising,  and  promo- 
tion, consumers  learn  to  like  what  they  then  say  they  need.  Few  would  argue 
that  people  who  enjoy  taking  snapshots  need  a  camera  that  also  develops 
pictures.  But  in  response  to  novelty,  convenience,  a  shorter  interval  between 
acting  (taking  the  snap)  and  gaining  pleasure  (seeing  the  shot),  the  Polaroid 
camera  succeeded  in  the  marketplace.  But  it  is  inconceivable  that  Edwin  Land 
responded  to  impressions  of  consumer  need.  Instead,  he  translated  a  technology 
(polarization  of  light)  into  a  product,  which  proliferated  and  stimulated  con- 
sumers' desires. 

The  example  of  Polaroid  and  Land  suggests  how  leaders  think  about  goals. 
They  are  active  instead  of  reactive,  shaping  ideas  instead  of  responding  to  them. 
Leaders  adopt  a  personal  and  active  attitude  toward  goals.  The  influence  a 
leader  exerts  in  altering  moods,  evoking  images  and  expectations,  and  in 
establishing  specific  desires  and  objectives  determines  the  direction  a  business 
takes.  The  net  result  of  this  influence  is  to  change  the  way  people  think  about 
what  is  desirable,  possible,  and  necessary. 

CONCEPTIONS  OF  WORK 

What  do  managers  and  leaders  do?  What  is  the  nature  of  their  respective  work? 
Leaders  and  managers  differ  in  their  conceptions.  Managers  tend  to  view 

5.  Ibid.,  p.  440. 
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work  as  an  enabling  process  involving  some  combination  of  people  and  ideas 
interacting  to  establish  strategies  and  make  decisions.  Managers  help  the 
process  along  by  a  range  of  skills,  including  calculating  the  interests  in 
opposition,  staging  and  timing  the  surfacing  of  controversial  issues,  and  reduc- 
ing tensions.  In  this  enabling  process,  managers  appear  flexible  in  the  use  of 
tactics:  they  negotiate  and  bargain,  on  the  one  hand,  and  use  rewards  and 
punishments,  and  other  forms  of  coercion,  on  the  other.  Machiavelli  wrote  for 
managers  and  not  necessarily  for  leaders. 

Alfred  Sloan  illustrated  how  this  enabling  process  works  in  situations  of 
conflict.  The  time  was  the  early  1920s  when  the  Ford  Motor  Co.  still  dominated 
the  automobile  industry  using,  as  did  General  Motors,  the  conventional  water- 
cooled  engine.  With  the  full  backing  of  Pierre  du  Pont,  Charles  Kettering 
dedicated  himself  to  the  design  of  an  air-cooled  engine,  which,  if  successful, 
would  have  been  a  great  technical  and  market  coup  for  GM.  Kettering  believed 
in  his  product,  but  the  manufacturing  division  heads  at  GM  remained  skeptical 
and  later  opposed  the  new  design  on  two  grounds:  first,  that  it  was  technically 
unreliable,  and  second,  that  the  corporation  was  putting  all  its  eggs  in  one 
basket  by  investing  in  a  new  product  instead  of  attending  to  the  current 
marketing  situation. 

In  the  summer  of  1923  after  a  series  of  false  starts  and  after  its  decision  to 
recall  the  copper-cooled  Chevrolets  from  dealers  and  customers,  GM  manage- 
ment reorganized  and  finally  scrapped  the  project.  When  it  dawned  on  Ket- 
tering that  the  company  had  rejected  the  engine,  he  was  deeply  discouraged  and 
wrote  to  Sloan  that  without  the  "organized  resistance"  against  the  project  it 
would  succeed  and  that  unless  the  project  were  saved,  he  would  leave  the 
company. 

Alfred  Sloan  was  all  too  aware  of  the  fact  that  Kettering  was  unhappy  and 
indeed  intended  to  leave  General  Motors.  Sloan  was  also  aware  of  the  fact  that, 
while  the  manufacturing  divisions  strongly  opposed  the  new  engine,  Pierre  du 
Pont  supported  Kettering.  Furthermore,  Sloan  had  himself  gone  on  record  in  a 
letter  to  Kettering  less  than  two  years  earlier  expressing  full  confidence  in  him. 
The  problem  Sloan  now  had  was  to  make  his  decision  stick,  keep  Kettering  in 
the  organization  (he  was  much  too  valuable  to  lose),  avoid  alienating  du  Pont, 
and  encourage  the  division  heads  to  move  speedily  in  developing  product  lines 
using  conventional  water-cooled  engines. 

The  actions  that  Sloan  took  in  the  face  of  this  conflict  reveal  much  about  how 
managers  work.  First,  he  tried  to  reassure  Kettering  by  presenting  the  problem 
in  a  very  ambiguous  fashion,  suggesting  that  he  and  the  Executive  Committee 
sided  with  Kettering,  but  that  it  would  not  be  practical  to  force  the  divisions  to 
do  what  they  were  opposed  to.  He  presented  the  problem  as  being  a  question  of 
the  people,  not  the  product.  Second,  he  proposed  to  reorganize  around  the 
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problem  by  consolidating  all  functions  in  a  new  division  that  would  be  re- 
sponsible for  the  design,  production,  and  marketing  of  the  new  car.  This 
solution,  however,  appeared  as  ambiguous  as  his  efforts  to  placate  and  keep 
Kettering  in  General  Motors.  Sloan  wrote:  "My  plan  was  to  create  an 
independent  pilot  operation  under  the  sole  jurisdiction  of  Mr.  Kettering,  a  kind 
of  copper-cooled-car  division.  Mr.  Kettering  would  designate  his  own  chief 
engineer  and  his  production  staff  to  solve  the  technical  problems  of  manufac- 
ture."6 

While  Sloan  did  not  discuss  the  practical  value  of  this  solution,  which 
included  saddling  an  inventor  with  management  responsibility,  he  in  effect  used 
this  plan  to  limit  his  conflict  with  Pierre  du  Pont. 

In  effect,  the  managerial  solution  that  Sloan  arranged  and  pressed  for 
adoption  limited  the  options  available  to  others.  The  structural  solution 
narrowed  choices,  even  limiting  emotional  reactions  to  the  point  where  the  key 
people  could  do  nothing  but  go  along,  and  even  allowed  Sloan  to  say  in  his 
memorandum  to  du  Pont,  "We  have  discussed  the  matter  with  Mr.  Kettering  at 
some  length  this  morning  and  he  agrees  with  us  absolutely  on  every  point  we 
made.  He  appears  to  receive  the  suggestion  enthusiastically  and  has  every 
confidence  that  it  can  be  put  across  along  these  lines."  7 

Having  placated  people  who  opposed  his  views  by  developing  a  structural 
solution  that  appeared  to  give  something  but  in  reality  only  limited  options, 
Sloan  could  then  authorize  the  car  division's  general  manager,  with  whom  he 
basically  agreed,  to  move  quickly  in  designing  water-cooled  cars  for  the 
immediate  market  demand. 

Years  later  Sloan  wrote,  evidently  with  tongue  in  cheek,  "The  copper-cooled 
car  never  came  up  again  in  a  big  way.  It  just  died  out,  I  don't  know  why."  8 

In  order  to  get  people  to  accept  solutions  to  problems,  managers  need  to 
coordinate  and  balance  continually.  Interestingly  enough,  this  managerial  work 
has  much  in  common  with  what  diplomats  and  mediators  do,  with  Henry 
Kissinger  apparently  an  outstanding  practitioner.  The  manager  aims  at  shifting 
balances  of  power  toward  solutions  acceptable  as  a  compromise  among  conflict- 
ing values. 

What  about  leaders,  what  do  they  do?  Where  managers  act  to  limit  choices, 
leaders  work  in  the  opposite  direction,  to  develop  fresh  approaches  to  longstand- 
ing problems  and  to  open  issues  for  new  options.  Stanley  and  Inge  Hoffmann, 
the  political  scientists,  liken  the  leader's  work  to  that  of  the  artist.  But  unlike 
most  artists,  the  leader  himself  is  an  integral  part  of  the  aesthetic  product.  One 

6.  Ibid.,  p.  91. 

7.  Ibid.,  p.  91. 

8.  Ibid.,  p.  93. 
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cannot  look  at  a  leader's  art  without  looking  at  the  artist.  On  Charles  de  Gaulle 
as  a  political  artist,  they  wrote:  "And  each  of  his  major  political  acts,  however 
tortuous  the  means  or  the  details,  has  been  whole,  indivisible  and  unmistakably 
his  own,  like  an  artistic  act."9 

The  closest  one  can  get  to  a  product  apart  from  the  artist  is  the  ideas  that 
occupy,  indeed  at  times  obsess,  the  leader's  mental  life.  To  be  effective,  however, 
the  leader  needs  to  project  his  ideas  into  images  that  excite  people,  and  only  then 
develop  choices  that  give  the  projected  images  substance.  Consequently,  leaders 
create  excitement  in  work. 

John  F.  Kennedy's  brief  presidency  shows  both  the  strengths  and  weaknesses 
connected  with  the  excitement  leaders  generate  in  their  work.  In  his  inaugural 
address  he  said,  "Let  every  nation  know,  whether  it  wishes  us  well  or  ill,  that 
we  shall  pay  any  price,  bear  any  burden,  meet  any  hardship,  support  any 
friend,  oppose  any  foe,  in  order  to  assure  the  survival  and  the  success  of  liberty." 

This  much-quoted  statement  forced  people  to  react  beyond  immediate  con- 
cerns and  to  identify  with  Kennedy  and  with  important  shared  ideals.  But  upon 
closer  scrutiny  the  statement  must  be  seen  as  absurd  because  it  promises  a  posi- 
tion which  if  in  fact  adopted,  as  in  the  Viet  Nam  War,  could  produce  disastrous 
results.  Yet  unless  expectations  are  aroused  and  mobilized,  with  all  the  dangers 
of  frustration  inherent  in  heightened  desire,  new  thinking  and  new  choice  can 
never  come  to  light. 

Leaders  work  from  high-risk  positions,  indeed  often  are  temperamentally 
disposed  to  seek  out  risk  and  danger,  especially  where  opportunity  and  reward 
appear  high.  From  my  observations,  why  one  individual  seeks  risks  while 
another  approaches  problems  conservatively  depends  more  on  his  or  her 
personality  and  less  on  conscious  choice.  For  some,  especially  those  who  become 
managers,  the  instinct  for  survival  dominates  their  need  for  risk,  and  their 
ability  to  tolerate  mundane,  practical  work  assists  their  survival.  The  same 
cannot  be  said  for  leaders  who  sometimes  react  to  mundane  work  as  to  an 
affliction. 

RELATIONS  WITH  OTHERS 

Managers  prefer  to  work  with  people;  they  avoid  solitary  activity  because  it 
makes  them  anxious.  Several  years  ago,  I  directed  studies  on  the  psychological 
aspects  of  career.  The  need  to  seek  out  others  with  whom  to  work  and 
collaborate  seemed  to  stand  out  as  important  characteristics  of  managers.  When 
asked,  for  example,  to  write  imaginative  stories  in  response  to  a  picture  showing 

9.  Stanley  and  Inge  Hoffmann,  "The  Will  for  Grandeur:  de  Gaulle  as  Political  Artist," 
Daedalus,  Summer  1968,  p.  849. 
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a  single  figure  (a  boy  contemplating  a  violin,  or  a  man  silhouetted  in  a  state  of 
reflection),  managers  populated  their  stories  with  people.  The  following  is  an 
example  of  a  manager's  imaginative  story  about  the  young  boy  contemplating  a 
violin: 

Mom  and  Dad  insisted  that  junior  take  music  lessons  so  that  someday  he  can  become  a 
concert  musician.  His  instrument  was  ordered  and  had  just  arrived.  Junior  is  weighing 
the  alternatives  of  playing  football  with  the  other  kids  or  playing  with  the  squeak  box. 
He  can't  understand  how  his  parents  could  think  a  violin  is  better  than  a  touchdown. 

After  four  months  of  practicing  the  violin,  junior  has  had  more  than  enough,  Daddy  is 
going  out  of  his  mind,  and  Mommy  is  willing  to  give  in  reluctantly  to  the  men's  wishes. 
Football  season  is  now  over,  but  a  good  third  baseman  will  take  the  field  next  spring.10 

This  story  illustrates  two  themes  that  clarify  managerial  attitudes  toward 
human  relations.  The  first,  as  I  have  suggested,  is  to  seek  out  activity  with  other 
people  (i.e.,  the  football  team),  and  the  second  is  to  maintain  a  low  level  of 
emotional  involvement  in  these  relationships.  The  low  emotional  involvement 
appears  in  the  writer's  use  of  conventional  metaphors,  even  cliches,  and  in  the 
depiction  of  the  ready  transformation  of  potential  conflict  into  harmonious 
decisions.  In  this  case,  Junior,  Mommy,  and  Daddy  agree  to  give  up  the  violin 
for  manly  sports. 

These  two  themes  may  seem  paradoxical,  but  their  coexistence  supports  what 
a  manager  does,  including  reconciling  differences,  seeking  compromises,  and 
establishing  a  balance  of  power.  A  further  idea  demonstrated  by  how  the 
manager  wrote  the  story  is  that  managers  may  lack  empathy,  or  the  capacity  to 
sense  intuitively  the  thoughts  and  feelings  of  others.  To  illustrate  attempts  to  be 
empathic,  here  is  another  story  written  to  the  same  stimulus  picture  by  someone 
considered  by  his  peers  to  be  a  leader: 

This  little  boy  has  the  appearance  of  being  a  sincere  artist,  one  who  is  deeply  affected 
by  the  violin,  and  has  an  intense  desire  to  master  the  instrument. 

He  seems  to  have  just  completed  his  normal  practice  session  and  appears  to  be 
somewhat  crestfallen  at  his  inability  to  produce  the  sounds  which  he  is  sure  lie  within  the 
violin. 

He  appears  to  be  in  the  process  of  making  a  vow  to  himself  to  expend  the  necessary 
time  and  effort  to  play  this  instrument  until  he  satisfies  himself  that  he  is  able  to  bring 
forth  the  qualities  of  music  which  he  feels  within  himself. 

With  this  type  of  determination  and  carry  through,  this  boy  became  one  of  the  great 
violinists  of  his  day.11 

Empathy  is  not  simply  a  matter  of  paying  attention  to  other  people.  It  is  also 
the  capacity  to  take  in  emotional  signals  and  to  make  them  mean  something  in  a 

10.  Abraham  Zaleznik,  Gene  W.  Dalton,  and  Louis  B.  Barnes,  Orientation  and  Conflict  in 
Career  (Boston:  Division  of  Research,  Harvard  Business  School,  1970),  p.  316. 

11.  Ibid.,  p.  294. 
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relationship  with  an  individual.  People  who  describe  another  person  as  "deeply 
affected"  with  "intense  desire,"  as  capable  of  feeling  "crestfallen"  and  as  one 
who  can  "vow  to  himself,"  would  seem  to  have  an  inner  perceptiveness  that  they 
can  use  in  their  relationships  with  others. 

Managers  relate  to  people  according  to  the  role  they  play  in  a  sequence  of 
events  or  in  a  decision-making  process,  while  leaders,  who  are  concerned  with 
ideas,  relate  in  more  intuitive  and  empathic  ways.  The  manager's  orientation  to 
people,  as  actors  in  a  sequence  of  events,  deflects  his  or  her  attention  away  from 
the  substance  of  people's  concerns  and  toward  their  roles  in  a  process.  The 
distinction  is  simply  between  a  manager's  attention  to  how  things  get  done  and  a 
leader's  to  what  the  events  and  decisions  mean  to  participants. 

In  recent  years,  managers  have  taken  over  from  game  theory  the  notion  that 
decision-making  events  can  be  one  of  two  types:  the  win-lose  situation  (or  zero- 
sum  game)  or  the  win-win  situation,  in  which  everybody  in  the  action  comes  out 
ahead.  As  part  of  the  process  of  reconciling  differences  among  people  and 
maintaining  balances  of  power,  managers  strive  to  convert  win-lose  into  win- 
win  situations. 

As  an  illustration,  take  the  decision  of  how  to  allocate  capital  resources 
among  operating  divisions  in  a  large,  decentralized  organization.  On  the  face  of 
it,  the  dollars  available  for  distribution  are  limited  at  any  given  time.  Presum- 
ably, therefore,  the  more  one  division  gets,  the  less  is  available  for  other 
divisions. 

Managers  tend  to  view  this  situation  (as  it  affects  human  relations)  as  a 
conversion  issue:  how  to  make  what  seems  like  a  win-lose  problem  into  a  win- 
win  problem.  Several  solutions  to  this  situation  come  to  mind.  First,  the 
manager  focuses  others'  attention  on  procedure  and  not  on  substance.  Here  the 
actors  become  engrossed  in  the  bigger  problem  of  how  to  make  decisions,  not 
what  decisions  to  make.  Once  committed  to  the  bigger  problem,  the  actors  have 
to  support  the  outcome  since  they  were  involved  in  formulating  decision  rules. 
Because  the  actors  believe  in  the  rules  they  formulated,  they  will  accept  present 
losses  in  the  expectation  that  next  time  they  will  win. 

Second,  the  manager  communicates  to  his  subordinates  indirectly,  using 
"signals"  instead  of  "messages."  A  signal  has  a  number  of  possible  implicit 
positions  in  it,  while  a  message  clearly  states  a  position.  Signals  are  inconclusive 
and  subject  to  reinterpretation  should  people  become  upset  and  angry,  while 
messages  involve  the  direct  consequence  that  some  people  will  indeed  not  like 
what  they  hear.  The  nature  of  messages  heightens  emotional  response,  and,  as  I 
have  indicated,  emotionally  makes  managers  anxious.  With  signals,  the  question 
of  who  wins  and  who  loses  often  becomes  obscured. 

Third,  the  manager  plays  for  time.  Managers  seem  to  recognize  that  with  the 
passage  of  time  and  the  delay  of  major  decisions,  compromises  emerge  that  take 
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the  sting  out  of  win-lose  situations;  and  the  original  "game"  will  be  superseded 
by  additional  ones.  Therefore,  compromises  may  mean  that  one  wins  and  loses 
simultaneously,  depending  on  which  of  the  games  one  evaluates. 

There  are  undoubtedly  many  other  tactical  moves  managers  use  to  change 
human  situations  from  win-lose  to  win-win.  But  the  point  to  be  made  is  that 
such  tactics  focus  on  the  decision-making  process  itself  and  interest  managers 
rather  than  leaders.  The  interest  in  tactics  involves  costs  as  well  as  benefits, 
including  making  organizations  fatter  in  bureaucratic  and  political  intrigue  and 
leaner  in  direct,  hard  activity  and  warm  human  relationships.  Consequently, 
one  often  hears  subordinates  characterize  managers  as  inscrutable,  detached, 
and  manipulative.  These  adjectives  arise  from  the  subordinates'  perception  that 
they  are  linked  together  in  a  process  whose  purpose,  beyond  simply  making 
decisions,  is  to  maintain  a  controlled  as  well  as  rational  and  equitable  structure. 
These  adjectives  suggest  that  managers  need  order  in  the  face  of  the  potential 
chaos  that  many  fear  in  human  relationships. 

In  contrast,  one  often  hears  leaders  referred  to  in  adjectives  rich  in  emotional 
content.  Leaders  attract  strong  feelings  of  identity  and  difference,  or  of  love  and 
hate.  Human  relations  in  leader-dominated  structures  often  appear  turbulent, 
intense,  and  at  times  even  disorganized.  Such  an  atmosphere  intensifies  individ- 
ual motivation  and  often  produces  unanticipated  outcomes.  Does  this  intense 
motivation  lead  to  innovation  and  high  performance,  or  does  it  represent  wasted 
energy? 

SENSES  OF  SELF 

In  The  Varieties  of  Religious  Experience,  William  James  describes  two  basic 
personality  types,  "once-born"  and  "twice-born."12  People  of  the  former  person- 
ality type  are  those  for  whom  adjustments  to  life  have  been  straightforward  and 
whose  lives  have  been  more  or  less  a  peaceful  flow  from  the  moment  of  their 
births.  The  twice-borns,  on  the  other  hand,  have  not  had  an  easy  time  of  it. 
Their  lives  are  marked  by  a  continual  struggle  to  attain  some  sense  of  order. 
Unlike  the  once-borns  they  cannot  take  things  for  granted.  According  to  James, 
these  personalities  have  equally  different  world  views.  For  a  once-born  person- 
ality, the  sense  of  self,  as  a  guide  to  conduct  and  attitude,  derives  from  a  feeling 
of  being  at  home  and  in  harmony  with  one's  environment.  For  a  twice-born,  the 
sense  of  self  derives  from  a  feeling  of  profound  separateness. 

A  sense  of  belonging  or  of  being  separate  has  a  practical  significance  for  the 
kinds  of  investments  managers  and  leaders  make  in  their  careers.  Managers  see 

12.  William  James,  The  Varieties  of  Religious  Experience  (New  York:  Mentor  Books,  1958). 
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themselves  as  conservators  and  regulators  of  an  existing  order  of  affairs  with 
which  they  personally  identify  and  from  which  they  gain  rewards.  Perpetuating 
and  strengthening  existing  institutions  enhances  a  manager's  sense  of  self- 
worth:  he  or  she  is  performing  in  a  role  that  harmonizes  with  the  ideals  of  duty 
and  responsibility.  William  James  had  this  harmony  in  mind — this  sense  of  self 
as  flowing  easily  to  and  from  the  outer  world — in  defining  a  once-born 
personality.  If  one  feels  oneself  as  a  member  of  institutions,  contributing  to  their 
well-being,  then  one  fulfills  a  mission  in  life  and  feels  rewarded  for  having 
measured  up  to  ideals.  This  reward  transcends  material  gains  and  answers  the 
more  fundamental  desire  for  personal  integrity  which  is  achieved  by  identifying 
with  existing  institutions. 

Leaders  tend  to  be  twice-born  personalities,  people  who  feel  separate  from 
their  environment,  including  other  people.  They  may  work  in  organizations,  but 
they  never  belong  to  them.  Their  sense  of  who  they  are  does  not  depend  upon 
memberships,  work  roles,  or  other  social  indicators  of  identity.  What  seems  to 
follow  from  this  idea  about  separateness  is  some  theoretical  basis  for  explaining 
why  certain  individuals  search  out  opportunities  for  change.  The  methods  to 
bring  about  change  may  be  technological,  political,  or  ideological,  but  the  object 
is  the  same:  to  profoundly  alter  human,  economic,  and  political  relationships. 

Sociologists  refer  to  the  preparation  individuals  undergo  to  perform  in  roles 
as  the  socialization  process.  Where  individuals  experience  themselves  as  an 
integral  part  of  the  social  structure  (their  self-esteem  gains  strength  through 
participation  and  conformity),  social  standards  exert  powerful  effects  in  main- 
taining the  individual's  personal  sense  of  continuity,  even  beyond  the  early  years 
in  the  family.  The  line  of  development  from  the  family  to  schools,  then  to  career, 
is  cumulative  and  reinforcing.  When  the  line  of  development  is  not  reinforcing 
because  of  significant  disruptions  in  relationships  or  other  problems  experienced 
in  the  family  or  other  social  institutions,  the  individual  turns  inward  and 
struggles  to  establish  self-esteem,  identity,  and  order.  Here  the  psychological 
dynamics  center  on  the  experience  with  loss  and  the  efforts  at  recovery. 

In  considering  the  development  of  leadership,  we  have  to  examine  two 
different  courses  of  life  history:  (1)  development  through  socialization,  which 
prepares  the  individual  to  guide  institutions  and  to  maintain  the  existing 
balance  of  social  relations;  and  (2)  development  through  personal  mastery, 
which  impels  an  individual  to  struggle  for  psychological  and  social  change. 
Society  produces  its  managerial  talent  through  the  first  line  of  development, 
while  through  the  second  leaders  emerge. 
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Development  of  Leadership 

The  development  of  every  person  begins  in  the  family.  Each  person  experiences 
the  traumas  associated  with  separating  from  his  or  her  parents,  as  well  as  the 
pain  that  follows  such  frustration.  In  the  same  vein,  all  individuals  face  the 
difficulties  of  achieving  self-regulation  and  self-control.  But  for  some,  perhaps  a 
majority,  the  fortunes  of  childhood  provide  adequate  gratifications  and  sufficient 
opportunities  to  find  substitutes  for  rewards  no  longer  available.  Such  individ- 
uals, the  "once-borns,"  make  moderate  identifications  with  parents  and  find  a 
harmony  between  what  they  expect  and  what  they  are  able  to  realize  from  life. 

But  suppose  the  pains  of  separation  are  amplified  by  a  combination  of 
parental  demands  and  the  individual's  needs  to  the  degree  that  a  sense  of 
isolation,  of  being  special,  and  of  wariness  disrupts  the  bonds  that  attach 
children  to  parents  and  other  authority  figures?  Under  such  conditions,  and 
given  a  special  aptitude,  the  origins  of  which  remain  mysterious,  the  person 
becomes  deeply  involved  in  his  or  her  inner  world  at  the  expense  of  interest  in 
the  outer  world.  For  such  a  person,  self-esteem  no  longer  depends  solely  upon 
positive  attachments  and  real  rewards.  A  form  of  self-reliance  takes  hold  along 
with  expectations  of  performance  and  achievement,  and  perhaps  even  the  desire 
to  do  great  works. 

Such  self-perceptions  can  come  to  nothing  if  the  individual's  talents  are 
negligible.  Even  with  strong  talents,  there  are  no  guarantees  that  achievement 
will  follow,  let  alone  that  the  end  result  will  be  for  good  rather  than  evil.  Other 
factors  enter  into  development.  For  one  thing,  leaders  are  like  artists  and  other 
gifted  people  who  often  struggle  with  neuroses;  their  ability  to  function  varies 
considerably  even  over  the  short  run,  and  some  potential  leaders  may  lose  the 
struggle  altogether.  Also,  beyond  early  childhood,  the  patterns  of  development 
that  affect  managers  and  leaders  involve  the  selective  influence  of  particular 
people.  Just  as  they  appear  flexible  and  evenly  distributed  in  the  types  of  talents 
available  for  development,  managers  form  moderate  and  widely  distributed 
attachments.  Leaders,  on  the  other  hand,  establish,  and  also  break  off,  intensive 
one-to-one  relationships. 

It  is  a  common  observation  that  people  with  great  talents  are  often  only 
indifferent  students.  No  one,  for  example,  could  have  predicted  Einstein's  great 
achievements  on  the  basis  of  his  mediocre  record  in  school.  The  reason  for 
mediocrity  is  obviously  not  the  absence  of  ability.  It  may  result,  instead,  from 
self-absorption  and  the  inability  to  pay  attention  to  the  ordinary  tasks  at  hand. 
The  only  sure  way  an  individual  can  interrupt  reverie-like  preoccupation  and 
self-absorption  is  to  form  a  deep  attachment  to  a  great  teacher  or  other  be- 
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nevolent  person  who  understands  and  has  the  ability  to  communicate  with  the 
gifted  individual. 

Whether  gifted  individuals  find  what  they  need  in  one-to-one  relationships 
depends  on  the  availability  of  sensitive  and  intuitive  mentors  who  have  a 
vocation  in  cultivating  talent.  Fortunately,  when  the  generations  do  meet  and 
the  self-selections  occur,  we  learn  more  about  how  to  develop  leaders  and  how 
talented  people  of  different  generations  influence  each  other. 

While  apparently  destined  for  a  mediocre  career,  people  who  form  important 
one-to-one  relationships  are  able  to  accelerate  and  intensify  their  development 
through  an  apprenticeship.  The  background  for  such  apprenticeships,  or  the 
psychological  readiness  of  an  individual  to  benefit  from  an  intensive  relation- 
ship, depends  upon  some  experience  in  life  that  forces  the  individual  to  turn 
inward.  A  case  example  will  make  this  point  clearer.  This  example  comes  from 
the  life  of  Dwight  David  Eisenhower,  and  illustrates  the  transformation  of  a 
career  from  competent  to  outstanding.13 

Dwight  Eisenhower's  early  career  in  the  Army  foreshadowed  very  little  about 
his  future  development.  During  World  War  I,  while  some  of  his  West  Point 
classmates  were  already  experiencing  the  war  firsthand  in  France,  Eisenhower 
felt  "embedded  in  the  monotony  and  unsought  safety  of  the  Zone  of  the  In- 
terior .  .  .  that  was  intolerable  punishment."14 

Shortly  after  World  War  I,  Eisenhower,  then  a  young  officer  somewhat 
pessimistic  about  his  career  chances,  asked  for  a  transfer  to  Panama  to  work 
under  General  Fox  Connor,  a  senior  officer  whom  Eisenhower  admired.  The 
army  turned  down  Eisenhower's  request.  This  setback  was  very  much  on 
Eisenhower's  mind  when  Ikey,  his  first-born  son,  succumbed  to  influenza.  By 
some  sense  of  responsibility  for  its  own,  the  army  transferred  Eisenhower  to 
Panama,  where  he  took  up  his  duties  under  General  Connor  with  the  shadow  of 
his  lost  son  very  much  upon  him. 

In  a  relationship  with  the  kind  of  father  he  would  have  wanted  to  be, 
Eisenhower  reverted  to  being  the  son  he  lost.  In  this  highly  charged  situation, 
Eisenhower  began  to  learn  from  his  mentor.  General  Connor  offered,  and 
Eisenhower  gladly  took,  a  magnificent  tutorial  on  the  military.  The  effects  of 
this  relationship  on  Eisenhower  cannot  be  measured  quantitatively,  but,  in 
Eisenhower's  own  reflections  and  the  unfolding  of  his  career,  one  cannot 
overestimate  its  significance  in  the  reintegration  of  a  person  shattered  by  grief. 

As  Eisenhower  wrote  later  about  Connor, 


13.  This  example  is  included  in  Abraham  Zaleznik  and  Manfred  F.  R.  Kets  de  Vries,  Power  and 
the  Corporate  Mind  (Boston:  Houghton  Mifflin,  1975). 

14.  Dwight  D.  Eisenhower,  At  Ease:  Stories  I  Tell  to  Friends  (New  York:  Doubleday,  1967),  p. 
136. 
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Life  with  General  Connor  was  a  sort  of  graduate  school  in  military  affairs  and  the 
humanities,  leavened  by  a  man  who  was  experienced  in  his  knowledge  of  men  and  their 
conduct.  I  can  never  adequately  express  my  gratitude  to  this  one  gentleman.  ...  In  a 
lifetime  of  association  with  great  and  good  men,  he  is  the  one  more  or  less  invisible  figure 
to  whom  I  owe  an  incalculable  debt.15 

Some  time  after  his  tour  of  duty  with  General  Connor,  Eisenhower's 
breakthrough  occurred.  He  received  orders  to  attend  the  Command  and  General 
Staff  School  at  Fort  Leavenworth,  one  of  the  most  competitive  schools  in  the 
army.  It  was  a  coveted  appointment,  and  Eisenhower  took  advantage  of  the 
opportunity.  Unlike  his  performance  in  high  school  and  West  Point,  his  work  at 
the  Command  School  was  excellent;  he  was  graduated  first  in  his  class. 

Psychological  biographies  of  gifted  people  repeatedly  demonstrate  the  impor- 
tant part  a  mentor  plays  in  developing  an  individual.  Andrew  Carnegie  owed 
much  to  his  senior,  Thomas  A.  Scott.  As  head  of  the  Western  Division  of  the 
Pennsylvania  Railroad,  Scott  recognized  talent  and  the  desire  to  learn  in  the 
young  telegrapher  assigned  to  him.  By  giving  Carnegie  increasing  responsibility 
and  by  providing  him  with  the  opportunity  to  learn  through  close  personal 
observation,  Scott  added  to  Carnegie's  self-confidence  and  sense  of  achievement. 
Because  of  his  own  personal  strength  and  achievement,  Scott  did  not  fear 
Carnegie's  aggressiveness.  Rather,  he  gave  it  full  play  in  encouraging  Carne- 
gie's initiative. 

Mentors  take  risks  with  people.  They  bet  initially  on  talent  they  perceive  in 
younger  people.  Mentors  also  risk  emotional  involvement  in  working  closely 
with  their  juniors.  The  risks  do  not  always  pay  off,  but  the  willingness  to  take 
them  appears  crucial  in  developing  leaders. 

CAN  ORGANIZATIONS  DEVELOP  LEADERS? 

The  examples  I  have  given  of  how  leaders  develop  suggest  the  importance  of 
personal  influence  and  the  one-to-one  relationship.  For  organizations  to  encour- 
age consciously  the  development  of  leaders  as  compared  with  managers  would 
mean  developing  one-to-one  relationships  between  junior  and  senior  executives 
and,  more  important,  fostering  a  culture  of  individualism  and  possible  elitism. 
The  elitism  arises  out  of  the  desire  to  identify  talent  and  other  qualities 
suggestive  of  the  ability  to  lead  and  not  simply  to  manage. 

The  Jewel  Companies  Inc.  enjoy  a  reputation  for  developing  talented  people. 
The  chairman  and  chief  executive  officer,  Donald  S.  Perkins,  is  perhaps  a  good 
example  of  a  person  brought  along  through  the  mentor  approach.  Franklin  J. 

15.  Ibid.,  p.  187. 


Managers  and  Leaders:  Are  They  Different?  177 

Lunding,  who  was  Perkins's  mentor,  expressed  the  philosophy  of  taking  risks 
with  young  people  this  way:  "Young  people  today  want  in  on  the  action.  They 
don't  want  to  sit  around  for  six  months  trimming  lettuce."16  This  statement 
runs  counter  to  the  culture  that  attaches  primary  importance  to  slow  progres- 
sion based  on  experience  and  proved  competence.  It  is  a  high-risk  philosophy, 
one  that  requires  time  for  the  attachment  between  senior  and  junior  people  to 
grow  and  be  meaningful,  and  one  that  is  bound  to  produce  more  failures  than 
successes. 

The  elitism  is  an  especially  sensitive  issue.  At  Jewel  the  MBA  degree 
symbolized  the  elite.  Lunding  attracted  Perkins  to  Jewel  at  a  time  when 
business  school  graduates  had  little  interest  in  retailing  in  general,  and  food 
distribution  in  particular.  Yet  the  elitism  seemed  to  pay  off:  not  only  did  Perkins 
become  the  president  at  age  37,  but  also  under  the  leadership  of  young 
executives  recruited  into  Jewel  with  the  promise  of  opportunity  for  growth  and 
advancement,  Jewel  managed  to  diversify  into  discount  and  drug  chains  and  still 
remain  strong  in  food  retailing.  By  assigning  each  recruit  to  a  vice  president 
who  acted  as  sponsor,  Jewel  evidently  tried  to  build  a  structure  around  the 
mentor  approach  to  developing  leaders.  To  counteract  the  elitism  implied  in 
such  an  approach,  the  company  also  introduced  an  "equalizer"  in  what  Perkins 
described  as  "the  first  assistant  philosophy."  Perkins  stated: 

Being  a  good  first  assistant  means  that  each  management  person  thinks  of  himself  not 
as  the  order-giving,  domineering  boss,  but  as  the  first  assistant  to  those  who  "report"  to 
him  in  a  more  typical  organizational  sense.  Thus  we  mentally  turn  our  organizational 
charts  upside-down  and  challenge  ourselves  to  seek  ways  in  which  we  can  lead  ...  by 
helping  ...  by  teaching  ...  by  listening  .  .  .  and  by  managing  in  the  true  democratic 
sense  .  .  .  that  is,  with  the  consent  of  the  managed.  Thus  the  satisfactions  of  leadership 
come  from  helping  others  to  get  things  done  and  changed — and  not  from  getting  credit 
for  doing  and  changing  things  ourselves.17 

While  this  statement  would  seem  to  be  more  egalitarian  than  elitist,  it  does 
reinforce  a  youth-oriented  culture,  since  it  defines  the  senior  officer's  job  as 
primarily  helping  the  junior  person. 

A  myth  about  how  people  learn  and  develop  that  seems  to  have  taken  hold  in 
the  American  culture  also  dominates  thinking  in  business.  The  myth  is  that 
people  learn  best  from  their  peers.  Supposedly,  the  threat  of  evaluation  and  even 
humiliation  recedes  in  peer  relations  because  of  the  tendency  for  mutual 
identification  and  the  social  restraints  on  authoritarian  behavior  among  equals. 
Peer  training  in  organizations  occurs  in  various  forms.  The  use,  for  example,  of 

16.  "Jewel  Lets  Young  Men  Make  Mistakes,"  Business  Week,  January  17,  1970,  p.  90. 

17.  "What  Makes  Jewel  Shine  So  Bright,"  Progressive  Grocer,  September  1973,  p.  76. 
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task  forces  made  up  of  peers  from  several  interested  occupational  groups  (sales, 
production,  research,  and  finance)  supposedly  removes  the  restraints  of  author- 
ity on  the  individual's  willingness  to  assert  and  exchange  ideas.  As  a  result,  so 
the  theory  goes,  people  interact  more  freely,  listen  more  objectively  to  criticism 
and  other  points  of  view  and,  finally,  learn  from  this  healthy  interchange. 

Another  application  of  peer  training  exists  in  some  large  corporations,  such  as 
Philips,  N.V.  in  Holland,  where  organization  structure  is  built  on  the  principle 
of  joint  responsibility  of  two  peers,  one  representing  the  commercial  end  of  the 
business  and  the  other  the  technical.  Formally,  both  hold  equal  responsibility 
for  geographic  operations  or  product  groups,  as  the  case  may  be.  As  a  practical 
matter,  it  may  turn  out  that  one  or  the  other  of  the  peers  dominates  the 
management.  Nevertheless,  the  main  interaction  is  between  two  or  more  equals. 

The  principal  question  I  would  raise  about  such  arrangements  is  whether 
they  perpetuate  the  managerial  orientation  and  preclude  the  formation  of  one- 
to-one  relationships  between  senior  people  and  potential  leaders. 

Aware  of  the  possible  stifling  effects  of  peer  relationships  on  aggressiveness 
and  individual  initiative,  another  company,  much  smaller  than  Philips,  utilizes 
joint  responsibility  of  peers  for  operating  units,  with  one  important  difference. 
The  chief  executive  of  this  company  encourages  competition  and  rivalry  among 
peers,  ultimately  appointing  the  one  who  comes  out  on  top  for  increased 
responsibility.  These  hybrid  arrangements  produce  some  unintended  conse- 
quences that  can  be  disastrous.  There  is  no  easy  way  to  limit  rivalry.  Instead,  it 
permeates  all  levels  of  the  operation  and  opens  the  way  for  the  formation  of 
cliques  in  an  atmosphere  of  intrigue. 

A  large,  integrated  oil  company  has  accepted  the  importance  of  developing 
leaders  through  the  direct  influence  of  senior  on  junior  executives.  One  chair- 
man and  chief  executive  officer  regularly  selected  one  talented  university 
graduate  whom  he  appointed  his  special  assistant,  and  with  whom  he  would 
work  closely  for  a  year.  At  the  end  of  the  year,  the  junior  executive  would 
become  available  for  assignment  to  one  of  the  operating  divisions,  where  he 
would  be  assigned  to  a  responsible  post  rather  than  a  training  position.  The 
mentor  relationship  had  acquainted  the  junior  executive  firsthand  with  the  use 
of  power,  and  with  the  important  antidotes  to  the  power  disease  called  hubris — 
performance  and  integrity. 

Working  in  one-to-one  relationships,  where  there  is  a  formal  and  recognized 
difference  in  the  power  of  the  actors,  takes  a  great  deal  of  tolerance  for 
emotional  interchange.  This  interchange,  inevitable  in  close  working  arrange- 
ments, probably  accounts  for  the  reluctance  of  many  executives  to  become 
involved  in  such  relationships.  Fortune  carried  an  interesting  story  on  the 
departure  of  a  key  executive,  John  W.  Hanley,  from  the  top  management  of 
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Procter  &  Gamble,  for  the  chief  executive  officer  position  at  Monsanto.18 
According  to  this  account,  the  chief  executive  and  chairman  of  P&G  passed  over 
Hanley  for  appointment  to  the  presidency  and  named  another  executive  vice 
president  to  this  post  instead. 

The  chairman  evidently  felt  he  could  not  work  well  with  Hanley,  who,  by  his 
own  acknowledgment,  was  aggressive,  eager  to  experiment  and  change  prac- 
tices, and  constantly  challenged  his  superior.  A  chief  executive  officer  naturally 
has  the  right  to  select  people  with  whom  he  feels  congenial.  But  I  wonder 
whether  a  greater  capacity  on  the  part  of  senior  officers  to  tolerate  the 
competitive  impulses  and  behavior  of  their  subordinates  might  not  be  healthy 
for  corporations.  At  least  a  greater  tolerance  for  interchange  would  not  favor  the 
managerial  team  player  at  the  expense  of  the  individual  who  might  become  a 
leader. 

I  am  constantly  surprised  at  the  frequency  with  which  chief  executives  feel 
threatened  by  open  challenges  to  their  ideas,  as  though  the  source  of  their 
authority,  rather  than  their  specific  ideas,  were  at  issue.  In  one  case  a  chief 
executive  officer,  who  was  troubled  by  the  aggressiveness  and  sometimes 
outright  rudeness  of  one  of  his  talented  vice  presidents,  used  various  indirect 
methods  such  as  group  meetings  and  hints  from  outside  directors  to  avoid 
dealing  with  his  subordinate.  I  advised  the  executive  to  deal  head-on  with  what 
irritated  him.  I  suggested  that  by  direct,  face-to-face  confrontation,  both  he  and 
his  subordinate  would  learn  to  validate  the  distinction  between  the  authority  to 
be  preserved  and  the  issues  to  be  debated. 

To  confront  is  also  to  tolerate  aggressive  interchange,  and  has  the  net  effect  of 
stripping  away  the  veils  of  ambiguity  and  signaling  so  characteristic  of 
managerial  cultures,  as  well  as  encouraging  the  emotional  relationship  leaders 
need  if  they  are  to  survive. 


18.  "Jack  Hanley  Got  There  by  Selling  Harder,"  Fortune,  November  1976. 
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Pygmalion  was  a  sculptor  in  Greek  mythology  who  carved  a  statue  of  a  beautiful  woman 
that  subsequently  was  brought  to  life.  George  Bernard  Shaw's  play,  Pygmalion  (the  basis 
for  the  musical  hit  My  Fair  LadyJ,  has  a  somewhat  similar  theme;  the  essence  is  that  one 
person,  by  his  effort  and  will,  can  transform  another  person.  And  in  the  world  of 
management,  many  executives  play  Pygmalion-like  roles  in  developing  able  subordinates 
and  in  stimulating  their  performance.  What  is  the  secret  of  their  success?  How  are  they 
different  from  managers  who  fail  to  develop  top-notch  subordinates?  And  what  are  the 
implications  of  all  this  for  the  problem  of  excessive  turnover  and  disillusionment  among 
talented  young  people  in  business?  Such  are  the  questions  discussed  here.  The  title  of  the 
article  was  inspired  by  Pygmalion  in  the  Classroom,  a  book  by  Professor  Robert 
Rosenthal  and  Lenore  Jacobson  that  describes  the  effect  of  expectations  on  the  intellectual 
development  of  children. 

In  George  Bernard  Shaw's  Pygmalion,  Eliza  Doolittle  explains: 

You  see,  really  and  truly,  apart  from  the  things  anyone  can  pick  up  (the  dressing  and 
the  proper  way  of  speaking,  and  so  on),  the  difference  between  a  lady  and  a  flower  girl  is 
not  how  she  behaves,  but  how  she's  treated.  I  shall  always  be  a  flower  girl  to  Professor 
Higgins,  because  he  always  treats  me  as  a  flower  girl,  and  always  will;  but  I  know  I  can 
be  a  lady  to  you,  because  you  always  treat  me  as  a  lady,  and  always  will. 

Some  managers  always  treat  their  subordinates  in  a  way  that  leads  to  superior 
performance.  But  most  managers,  like  Professor  Higgins,  unintentionally  treat 
their  subordinates  in  a  way  that  leads  to  lower  performance  than  they  are 
capable  of  achieving.  The  way  managers  treat  their  subordinates  is  subtly 
influenced  by  what  they  expect  of  them.  If  a  manager's  expectations  are  high, 
productivity  is  likely  to  be  excellent.  If  his  expectations  are  low,  productivity  is 
likely  to  be  poor.  It  is  as  though  there  were  a  law  that  caused  a  subordinate's 
performance  to  rise  or  fall  to  meet  his  manager's  expectations. 

The  powerful  influence  of  one  person's  expectations  on  another's  behavior 
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has  long  been  recognized  by  physicians  and  behavioral  scientists  and,. more 
recently,  by  teachers.  But  heretofore  the  importance  of  managerial  expectations 
for  individual  and  group  performance  has  not  been  widely  understood.  I  have 
documented  this  phenomenon  in  a  number  of  case  studies  prepared  during  the 
past  decade  for  major  industrial  concerns.  These  cases  and  other  evidence  avail- 
able from  scientific  research  now  reveal: 

□  What  a  manager  expects  of  his  subordinates  and  the  way  he  treats  them 
largely  determine  their  performance  and  career  progress. 

□  A  unique  characteristic  of  superior  managers  is  their  ability  to  create  high 
performance  expectations  that  subordinates  fulfill. 

□  Less  effective  managers  fail  to  develop  similar  expectations,  and,  as  a 
consequence,  the  productivity  of  their  subordinates  suffers. 

□  Subordinates,  more  often  than  not,  appear  to  do  what  they  believe  they  are 
expected  to  do. 


Impact  on  Productivity 

One  of  the  most  comprehensive  illustrations  of  the  effect  of  managerial  ex- 
pectations on  productivity  is  recorded  in  studies  of  the  organizational  experi- 
ment undertaken  in  1961  by  Alfred  Oberlander,  manager  of  the  Rockaway 
District  Office  of  the  Metropolitan  Life  Insurance  Company.1  He  had  observed 
that  outstanding  insurance  agencies  grew  faster  than  average  or  poor  agencies 
and  that  new  insurance  agents  performed  better  in  outstanding  agencies  than  in 
average  or  poor  agencies,  regardless  of  their  sales  aptitude.  He  decided, 
therefore,  to  group  his  superior  men  in  one  unit  to  stimulate  their  performance 
and  to  provide  a  challenging  environment  in  which  to  introduce  new  salesmen. 
Accordingly,  Oberlander  assigned  his  six  best  agents  to  work  with  his  best 
assistant  manager,  an  equal  number  of  average  producers  to  work  with  an 
average  assistant  manager,  and  the  remaining  low  producers  to  work  with  the 
least  able  manager.  He  then  asked  the  superior  group  to  produce  two  thirds  of 
the  premium  volume  achieved  by  the  entire  agency  the  previous  year.  He 
described  the  results  as  follows: 

Shortly  after  this  selection  had  been  made,  the  men  in  the  agency  began  referring  to 
this  select  group  as  a  "super-staff"  since,  due  to  the  fact  that  we  were  operating  this 
group  as  a  unit,  their  esprit  de  corps  was  very  high.  Their  production  efforts  over  the 
first  12  weeks  far  surpassed  our  most  optimistic  expectations  .  .  .  proving  that  groups  of 
men  of  sound  ability  can  be  motivated  beyond  their  apparently  normal  productive 

1.  See  "Jamesville  Branch  Office  (A),"  MET003A,  and  "Jamesville  Branch  Office  (B)," 
MET003B  (Boston,  Sterling  Institute,  1969). 
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capacities  when  the  problems  created  by  the  poor  producer  are  eliminated  from  the 
operation. 

Thanks  to  this  fine  result,  over-all  agency  performance  improved  40  percent  and 
stayed  at  this  figure. 

In  the  beginning  of  1962  when,  through  expansion,  we  appointed  another  assistant 
manager  and  assigned  him  a  staff,  we  again  utilized  this  same  concept,  arranging  the 
men  once  more  according  to  their  productive  capacity. 

The  assistant  managers  were  assigned  .  .  .  according  to  their  ability,  with  the  most 
capable  assistant  manager  receiving  the  best  group,  thus  playing  strength  to  strength. 
Our  agency  over-all  production  again  improved  by  about  25-30  percent,  and  so  this  staff 
arrangement  was  continued  until  the  end  of  the  year. 

Now  in  this  year  of  1963,  we  found  upon  analysis  that  there  were  so  many 
men  .  .  .  with  a  potential  of  half  a  million  dollars  or  more  that  only  one  staff  remained  of 
those  men  in  the  agency  who  were  not  considered  to  have  any  chance  of  reaching  the 
half-million-dollar  mark.2 

Although  the  productivity  of  the  "super-staff"  improved  dramatically,  it  should 
be  pointed  out  that  the  productivity  of  men  in  the  lowest  unit,  "who  were  not 
considered  to  have  any  chance  of  reaching  the  half-million-dollar  mark" 
actually  declined  and  that  attrition  among  these  men  increased.  The  perform- 
ance of  the  superior  men  rose  to  meet  their  managers'  expectations,  while  that  of 
the  weaker  men  declined  as  predicted. 

SELF-FULFILLING  PROPHECIES 

However,  the  "average"  unit  proved  to  be  an  anomaly.  Although  the  district 
manager  expected  only  average  performance  from  this  group,  its  productivity 
increased  significantly.  This  was  because  the  assistant  manager  in  charge  of  the 
group  refused  to  believe  that  he  was  less  capable  than  the  manager  of  the 
"super-stafF'  or  that  the  agents  in  the  top  group  had  any  greater  ability  than  the 
agents  in  his  group.  He  insisted  in  discussions  with  his  agents  that  every  man  in 
the  middle  group  had  greater  potential  than  the  men  in  the  "super-staff," 
lacking  only  their  years  of  experience  in  selling  insurance.  He  stimulated  his 
agents  to  accept  the  challenge  of  outperforming  the  "super-staff."  As  a  result,  in 
each  year  the  middle  group  increased  its  productivity  by  a  higher  percentage 
than  the  "super-staff"  did  (although  it  never  attained  the  dollar  volume  of  the 
top  group). 

It  is  of  special  interest  that  the  self-image  of  the  manager  of  the  "average" 
unit  did  not  permit  him  to  accept  others'  treatment  of  him  as  an  "average" 

2.  "JamesviUe  Branch  Office  (B),"  p.  2. 
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manager,  just  as  Eliza  Doolittle's  image  of  herself  as  a  lady  did  not  permit  her 
to  accept  others'  treatment  of  her  as  a  flower  girl.  The  assistant  manager 
transmitted  his  own  strong  feelings  of  efficacy  to  his  agents,  created  mutual 
expectancy  of  high  performance,  and  greatly  stimulated  productivity. 

Comparable  results  occurred  when  a  similar  experiment  was  made  at  another 
office  of  the  company.  Further  confirmation  comes  from  a  study  of  the  early 
managerial  success  of  49  college  graduates  who  were  management-level  employ- 
ees of  an  operating  company  of  the  American  Telephone  and  Telegraph  Com- 
pany. David  E.  Berlew  and  Douglas  T.  Hall  of  the  Massachusetts  Institute  of 
Technology  examined  the  career  progress  of  these  managers  over  a  period  of 
five  years  and  discovered  that  their  relative  success,  as  measured  by  salary 
increases  and  the  company's  estimate  of  each  man's  performance  and  potential, 
depended  largely  on  the  company's  expectations  of  them.3 

The  influence  of  one  person's  expectations  on  another's  behavior  is  by  no 
means  a  business  discovery.  More  than  half  a  century  ago,  Albert  Moll  con- 
cluded from  his  clinical  experience  that  subjects  behaved  as  they  believed  they 
were  expected  to.4  The  phenomenon  he  observed,  in  which  "the  prophecy  causes 
its  own  fulfillment,"  has  recently  become  a  subject  of  considerable  scientific 
interest.  For  example: 

D  In  a  series  of  scientific  experiments,  Robert  Rosenthal  of  Harvard 
University  has  demonstrated  that  a  "teacher's  expectation  for  her  pupils' 
intellectual  competence  can  come  to  serve  as  an  educational  self-fulfilling 
prophecy.5 

□  An  experiment  in  a  summer  Headstart  program  for  60  preschoolers 
compared  the  performance  of  pupils  under  (a)  teachers  who  had  been  led  to 
expect  relatively  slow  learning  by  their  children,  and  (b)  teachers  who  had  been 
led  to  believe  their  children  had  excellent  intellectual  ability  and  learning 
capacity.  Pupils  of  the  second  group  of  teachers  learned  much  faster.6 

Moreover,  the  healing  professions  have  long  recognized  that  a  physician's  or 
psychiatrist's  expectations  can  have  a  formidable  influence  on  a  patient's 
physical  or  mental  health.  What  takes  place  in  the  minds  of  the  patients  and  the 
healers,  particularly  when  they  have  congruent  expectations,  may  determine  the 
outcome.  For  instance,  the  havoc  of  a  doctor's  pessimistic  prognosis  has  often 

3.  "Some  Determinants  of  Early  Managerial  Success,"  Alfred  P.  Sloan  School  of  Management 
Organization  Research  Program  #81-64  (Cambridge,  Massachusetts  Institute  of  Technology, 
1964),  pp.  13-14. 

4.  Robert  Rosenthal  and  Lenore  Jacobson,  Pygmalion  in  the  Classroom  (New  York,  Holt, 
Rinehart  and  Winston,  Inc.,  1968),  p.  11. 

5.  Ibid.,  Preface,  p.  vii. 

6.  Ibid.,  p.  38. 
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been  observed.  Again,  it  is  well  known  that  the  efficacy  of  a  new  drug  or  a  new 
treatment  can  be  greatly  influenced  by  the  physician's  expectations — a  result 
referred  to  by  the  .medical  profession  as  a  "placebo  effect." 


PATTERN  OF  FAILURE 

When  salesmen  are  treated  by  their  managers  as  supersalesmen,  as  the  "super- 
staff"  was  at  Metropolitan  Rockaway  District  Office,  they  try  to  live  up  to  that 
image  and  do  what  they  know  supersalesmen  are  expected  to  do.  But  when 
salesmen  wim  poor  productivity  records  are  treated  by  their  managers  as  not 
having  "any  chance"  of  success,  as  the  low  producers  at  Rockaway  were,  this 
negative  expectation  also  becomes  a  managerial  self-fulfilling  prophecy. 

Unsuccessful  salesmen  have  great  difficulty  maintaining  their  self-image  and 
self-esteem.  In  response  to  low  managerial  expectations,  they  typically  attempt 
to  prevent  additional  damage  to  their  egos  by  avoiding  situations  that  might  lead 
to  greater  failure.  They  either  reduce  the  number  of  sales  calls  they  make  or 
avoid  trying  to  "close"  sales  when  that  might  result  in  further  painful  rejection, 
or  both.  Low  expectations  and  damaged  egos  lead  them  to  behave  in  a  manner 
that  increases  the  probability  of  failure,  thereby  fulfilling  their  managers' 
expectations.  Let  me  illustrate: 

Not  long  ago  I  studied  the  effectiveness  of  branch  bank  managers  at  a  West  Coast 
bank  with  over  500  branches.  The  managers  who  had  had  their  lending  authority 
reduced  because  of  high  rates  of  loss  became  progressively  less  effective.  To  prevent 
further  loss  of  authority,  they  turned  to  making  only  "safe"  loans.  This  action  resulted  in 
losses  of  business  to  competing,  banks  and  a  relative  decline  in  both  deposits  and  profits  at 
their  branches.  Then,  to  reverse  that  decline  in  deposits  and  earnings,  they  often 
"reached"  for  loans  and  became  almost  irrational  in  their  acceptance  of  questionable 
credit  risks.  Their  actions  were  not  so  much  a  matter  of  poor  judgment  as  an  expression 
of  their  willingness  to  take  desperate  risks  in  the  hope  of  being  able  to  avoid  further 
damage  to  their  egos  and  to  their  careers. 

Thus,  in  response  to  the  low  expectations  of  their  supervisors,  who  had  reduced  their 
lending  authority,  they  behaved  in  a  manner  that  led  to  larger  credit  losses.  They 
appeared  to  do  what  they  believed  they  were  expected  to  do,  and  their  supervisors' 
expectations  became  self-fulfilling  prophecies. 


Power  of  Expectations 

Managers  cannot  avoid  the  depressing  cycle  of  events  that  flow  from  low 
expectations  merely  by  hiding  their  feelings  from  subordinates.  If  a  manager 
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believes  a  subordinate  will  perform  poorly,  it  is  virtually  impossible  for  him  to 
mask  his  expectations,  because  the  message  usually  is  communicated  uninten- 
tionally, without  conscious  action  on  his  part. 

Indeed,  a  manager  often  communicates  most  when  he  believes  he  is  communi- 
cating least.  For  instance,  when  he  says  nothing,  when  he  becomes  "cold"  and 
"uncommunicative,"  it  usually  is  a  sign  that  he  is  displeased  by  a  subordinate  or 
believes  he  is  "hopeless."  The  silent  treatment  communicates  negative  feelings 
even  more  effectively,  at  times,  than  a  tongue-lashing  does.  What  seems  to  be 
critical  in  the  communication  of  expectations  is  not  what  the  boss  says,  so  much 
as  the  way  he  behaves.  Indifferent  and  noncommittal  treatment,  more  often  than 
not,  is  the  kind  of  treatment  that  communicates  low  expectations  and  leads  to 
poor  performance. 

COMMON  ILLUSIONS 

Managers  are  more  effective  in  communicating  low  expectations  to  their 
subordinates  than  in  communicating  high  expectations  to  them,  even  though 
most  managers  believe  exactly  the  opposite.  It  usually  is  astonishingly  difficult 
for  them  to  recognize  the  clarity  with  which  they  transmit  negative  feelings  to 
subordinates.  To  illustrate  again: 

The  Rockaway  district  manager  vigorously  denied  that  he  had  communicated  low 
expectations  to  the  men  in  the  poorest  group  who,  he  believed,  did  not  have  "any  chance" 
of  becoming  high  producers.  Yet  the  message  was  clearly  received  by  those  men.  A 
typical  case  was  that  of  an  agent  who  resigned  from  the  low  unit.  When  the  district 
manager  told  the  agent  that  he  was  sorry  he  was  leaving,  the  agent  replied,  "No,  you're 
not;  you're  glad."  Although  the  district  manager  previously  had  said  nothing  to  the  man, 
he  had  unintentionally  communicated  his  low  expectations  to  his  agents  through  his 
indifferent  manner.  Subsequently,  the  men  who  were  assigned  to  the  lowest  unit 
interpreted  the  assignment  as  equivalent  to  a  request  for  their  resignation. 

One  of  the  company's  agency  managers  established  superior,  average,  and  low  units, 
even  though  he  was  convinced  that  he  had  no  superior  or  outstanding  subordinates.  "All 
my  assistant  managers  and  agents  are  either  average  or  incompetent,"  he  explained  to 
the  Rockaway  district  manager.  Although  he  tried  to  duplicate  the  Rockaway  results,  his 
low  opinions  of  his  men  were  communicated — not  so  subtly — to  them.  As  a  result,  the 
experiment  failed. 

Positive  feelings,  on  the  other  hand,  often  do  not  come  through  clearly 
enough.  For  example: 

Another  insurance  agency  manager  copied  the  organizational  changes  made  at  the 
Rockaway  District  Office,  grouping  the  salesmen  he  rated  highly  with  the  best  manager, 
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the  average  salesmen  with  an  average  manager,  and  so  on.  However,  improvement  did 
not  result  from  the  move.  The  Rockaway  district  manager  therefore  investigated  the 
situation.  He  discovered  that  the  assistant  manager  in  charge  of  the  high-performance 
unit  was  unaware  that  his  manager  considered  him  to  be  the  best.  In  fact,  he  and  the 
other  agents  doubted  that  the  agency  manager  really  believed  there  was  any  difference  in 
their  abilities.  This  agency  manager  was  a  stolid,  phlegmatic,  unemotional  man  who 
treated  his  men  in  a  rather  pedestrian  way.  Since  high  expectations  had  not  been 
communicated  to  the  men,  they  did  not  understand  the  reason  for  the  new  organization 
and  could  not  see  any  point  in  it.  Clearly,  the  way  a  manager  treats  his  subordinates,  not 
the  way  he  organizes  them,  is  the  key  to  high  expectations  and  high  productivity. 


IMPOSSIBLE  DREAMS 

Managerial  expectations  must  pass  the  test  of  reality  before  they  can  be 
translated  into  performance.  To  become  self-fulfilling  prophecies,  expectations 
must  be  made  of  sterner  stuff  than  the  power  of  positive  thinking  or  generalized 
confidence  in  one's  fellow  men — helpful  as  these  concepts  may  be  for  some  other 
purposes.  Subordinates  will  not  be  motivated  to  reach  high  levels  of  productivity 
unless  they  consider  the  boss's  high  expectations  realistic  and  achievable.  If  they 
are  encouraged  to  strive  for  unattainable  goals,  they  eventually  give  up  trying 
and  settle  for  results  that  are  lower  than  they  are  capable  of  achieving.  The 
experience  of  a  large  electrical  manufacturing  company  demonstrates  this;  the 
company  discovered  that  production  actually  declined  if  production  quotas  were 
set  too  high,  because  the  workers  simply  stopped  trying  to  meet  them.  In  other 
words,  the  practice  of  "dangling  the  carrot  just  beyond  the  donkey's  reach," 
endorsed  by  many  managers,  is  not  a  good  motivational  device. 

Scientific  research  by  David  C.  McClelland  of  Harvard  University  and  John 
W.  Atkinson  of  the  University  of  Michigan7  has  demonstrated  that  the 
relationship  of  motivation  to  expectancy  varies  in  the  form  of  a  bell-shaped 
curve,  as  shown  in  the  chart  opposite. 

The  degree  of  motivation  and  effort  rises  until  the  expectancy  of  success  reaches 
50%,  then  begins  to  fall  even  though  the  expectancy  of  success  continues  to 
increase.  No  motivation  or  response  is  aroused  when  the  goal  is  perceived  as 
being  either  virtually  certain  or  virtually  impossible  to  attain. 

Moreover,  as  Berlew  and  Hall  have  pointed  out,  if  a  subordinate  fails  to  meet 
performance  expectations  that  are  close  to  his  own  level  of  aspirations,  he  will 
"lower  his  personal  performance  goals  and  standards,  his  .  .  .  performance  will 
tend  to  drop  off,  and  he  will  develop  negative  attitudes  toward  the  task  activity 


7.  See  John  W.  Atkinson,  "Motivational  Determinants  of  Risk-Taking  Behavior,"  Psychological 
Review,  Vol.  64,  No.  6,  1957,  p.  365. 
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or  job."8  It  is  therefore  not  surprising  that  failure  of  subordinates  to  meet  the 
unrealistically  high  expectations  of  their  managers  leads  to  high  rates  of 
attrition;  such  attrition  may  be  voluntary  or  involuntary. 

SECRET  OF  SUPERIORITY 

Something  takes  place  in  the  minds  of  superior  managers  that  does  not  occur  in 
the  minds  of  those  who  are  less  effective.  While  superior  managers  are 
consistently  able  to  create  high  performance  expectations  that  their  subordinates 
fulfill,  weaker  managers  are  not  successful  in  obtaining  a  similar  response. 
What  accounts  for  the  difference? 

The  answer,  in  part,  seems  to  be  that  superior  managers  have  greater 
confidence  than  other  managers  in  their  own  ability  to  develop  the  talents  of 
their  subordinates.  Contrary  to  what  might  be  assumed,  the  high  expectations  of 
superior  managers  are  based  primarily  on  what  they  think  about  themselves — 
about  their  own  ability  to  select,  train,  and  motivate  their  subordinates.  What 
the  manager  believes  about  himself  subtly  influences  what  he  believes  about  his 
subordinates,  what  he  expects  of  them,  and  how  he  treats  them.  If  he  has 
confidence  in  his  ability  to  develop  and  stimulate  them  to  high  levels  of 
performance,  he  will  expect  much  of  them  and  will  treat  them  with  confidence 
that  his  expectations  will  be  met.  But  if  he  has  doubts  about  his  ability  to 
stimulate  them,  he  will  expect  less  of  them  and  will  treat  them  with  less 
confidence. 

Stated  in  another  way,  the  superior  manager's  record  of  success  and  his 
confidence  in  his  ability  give  his  high  expectations  credibility.  As  a  consequence, 


8.    David   E.    Berlew   and   Douglas  T.    Hall,   "The  Socialization   of  Managers:    Effects  of 
Expectations  on  Performance,"  Administrative  Science  Quarterly,  September  1966,  p.  208. 
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his  subordinates  accept  his  expectations  as  realistic  and  try  hard  to  achieve 
them. 

The  importance  of  what  a  manager  believes  about  his  training  and  motiva- 
tional ability  is  illustrated  by  "Sweeney's  Miracle,"9  a  managerial  and  educa- 
tional self-fulfilling  prophecy: 

James  Sweeney  taught  industrial  management  and  psychiatry  at  Tulane  University, 
and  he  also  was  responsible  for  the  operation  of  the  Biomedical  Computer  Center  there. 
Sweeney  believed  that  he  could  teach  even  a  poorly  educated  man  to  be  a  capable 
computer  operator.  George  Johnson,  a  black  man  who  was  a  former  hospital  porter, 
became  janitor  at  the  computer  center;  he  was  chosen  by  Sweeney  to  prove  his  conviction. 
In  the  morning,  George  Johnson  performed  his  janitorial  duties,  and  in  the  afternoon 
Sweeney  taught  him  about  computers. 

Johnson  was  learning  a  great  deal  about  computers  when  someone  at  the  university 
concluded  that,  to  be  a  computer  operator,  one  had  to  have  a  certain  I.Q.  score.  Johnson 
was  tested,  and  his  I.Q.  indicated  that  he  would  not  be  able  to  learn  to  type,  much  less 
operate  a  computer. 

But  Sweeney  was  not  convinced.  He  threatened  to  quit  unless  Johnson  was  permitted 
to  learn  to  program  and  operate  the  computer.  Sweeney  prevailed,  and  he  is  still  running 
the  computer  center.  Johnson  is  now  in  charge  of  the  main  computer  room  and  is 
responsible  for  training  new  employees  to  program  and  operate  the  computer. 

Sweeney's  expectations  were  based  on  what  he  believed  about  his  own  teaching 
ability,  not  on  Johnson's  learning  credentials.  What  a  manager  believes  about  his  ability 
to  train  and  motivate  subordinates  clearly  is  the  foundation  on  which  realistically  high 
managerial  expectations  are  built. 


The  Critical  Early  Years 

Managerial  expectations  have  their  most  magical  influence  on  young  men.  As 
subordinates  mature  and  gain  experience,  their  self-image  gradually  hardens, 
and  they  begin  to  see  themselves  as  their  career  records  imply.  Their  own 
aspirations,  and  the  expectations  of  their  superiors,  become  increasingly  con- 
trolled by  the  "reality"  of  their  past  performance.  It  becomes  more  and  more 
difficult  for  them,  and  for  their  managers,  to  generate  mutually  high  expecta- 
tions unless  they  have  outstanding  records. 

Incidentally,  the  same  pattern  occurs  in  school.  Rosenthal's  experiments  with 
educational  self-fulfilling  prophecies  consistently  demonstrate  that  teachers' 
expectations  are  more  effective  in  influencing  intellectual  growth  in  younger 

9.  See  Robert  Rosenthal  and  Lenore  Jacobson,  op.  cit.,  pp.  3-4. 
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children  than  in  older  children.  In  the  lower  grade  levels,  particularly  in  the 
first  and  second  grades,  the  effects  of  teachers'  expectations  are  dramatic.10  In 
the  upper  grade  levels,  teachers'  prophecies  seem  to  have  little  effect  on  a  child's 
intellectual  growth,  although  they  do  affect  his  motivation  and  attitude  toward 
school.  While  the  declining  influence  of  teachers'  expectations  cannot  be 
completely  explained,  it  is  reasonable  to  conclude  that  younger  children  are 
more  malleable,  have  fewer  fixed  notions  about  their  abilities,  and  have  less 
well-established  reputations  in  the  schools.  As  they  grow,  particularly  if  they 
are  assigned  to  "tracks"  on  the  basis  of  their  records,  as  is  now  often  done  in 
public  schools,  their  beliefs  about  their  intellectual  ability  and  their  teachers' 
expectations  of  them  begin  to  harden  and  become  more  resistant  to  influence  by 
others. 


KEY  TO  FUTURE  PERFORMANCE 

The  early  years  in  a  business  organization,  when  a  young  man  can  be  strongly 
influenced  by  managerial  expectations,  are  critical  in  determining  his  future 
performance  and  career  progress.  This  is  shown  by  a  study  at  American 
Telephone  and  Telegraph  Company: 

Berlew  and  Hall  found  that  what  the  company  initially  expected  of  49  college 
graduates  who  were  management-level  employees  was  the  most  critical  factor  in  their 
subsequent  performance  and  success.  The  researchers  concluded:  "The  .72  correlation 
between  how  much  a  company  expects  of  a  man  in  his  first  year  and  how  much  he 
contributes  during  the  next  five  years  is  too  compelling  to  be  ignored."11 

Subsequently,  the  two  men  studied  the  career  records  of  18  college  graduates  who 
were  hired  as  management  trainees  in  another  of  the  American  Telephone  and 
Telegraph  Company's  operating  companies.  Again  they  found  that  both  expectations 
and  performance  in  the  first  year  correlated  consistently  with  later  performance  and 
success.12 

Berlew  and  Hall  summarized  their  research  by  stating: 

"Something  important  is  happening  in  the  first  year.  .  .  .  Meeting  high  company 
expectations  in  the  critical  first  year  leads  to  the  internalization  of  positive  job  attitudes 
and  high  standards;  these  attitudes  and  standards,  in  turn,  would  first  lead  to  and  be 
reinforced  by  strong  performance  and  success  in  later  years.  It  should  also  follow  that  a 
new  manager  who  meets  the  challenge  of  one  highly  demanding  job  will  be  given 
subsequently  a  more  demanding  job,  and  his  level  of  contribution  will  rise  as  he  responds 


10.  Ibid.,  pp.  74-81. 

11  "Some  Determinants  of  Early  Managerial  Success,"  pp.  13-14. 

12.  "The  Socialization  of  Managers:  Effects  of  Expectations  on  Performance,"  p.  219. 
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to  the  company's  growing  expectations  of  him.  The  key  ...  is  the  concept  of  the  first  year 
as  a  critical  period  for  learning,  a  time  when  the  trainee  is  uniquely  ready  to  develop  or 
change  in  the  direction  of  the  company's  expectations."13 


MOST  INFLUENTIAL  BOSS 

A  young  man's  first  manager  is  likely  to  be  the  most  influential  person  in  his 
career.  If  this  manager  is  unable  or  unwilling  to  develop  the  skills  the  young 
man  needs  to  perform  effectively,  the  latter  will  set  lower  standards  for  himself 
than  he  is  capable  of  achieving,  his  self-image  will  be  impaired,  and  he  will 
develop  negative  attitudes  toward  his  job,  his  employer,  and — in  all  probabil- 
ity— his  career  in  business.  Since  his  chances  of  building  a  successful  career 
with  his  employer  will  decline  rapidly,  he  will  leave,  if  he  has  high  aspirations, 
in  hope  of  finding  a  better  opportunity.  If,  on  the  other  hand,  his  manager  helps 
him  achieve  his  maximum  potential,  he  will  build  the  foundation  for  a 
successful  career.  To  illustrate: 

With  few  exceptions,  the  most  effective  branch  managers  at  a  large  West  Coast  bank 
were  mature  men  in  their  forties  and  fifties.  The  bank's  executives  explained  that  it  took 
considerable  time  for  a  man  to  gain  the  knowledge,  experience,  and  judgment  required  to 
handle  properly  credit  risks,  customer  relations,  and  employee  relations. 

However,  one  branch  manager,  ranked  in  the  top  10%  of  the  managers  in  terms  of 
effectiveness  (which  included  branch  profit  growth,  deposit  growth,  scores  on  administra- 
tive audits,  and  subjective  rankings  by  superiors),  was  only  27  years  old.  This  young  man 
had  been  made  a  branch  manager  at  25,  and  in  two  years  he  not  only  improved  the 
performance  of  his  branch  substantially  but  also  developed  his  younger  assistant 
manager  so  that  he,  in  turn,  was  made  a  branch  manager  at  25. 

The  man  had  had  only  average  grades  in  college,  but,  in  his  first  four  years  at  the 
bank,  he  had  been  assigned  to  work  with  two  branch  managers  who  were  remarkably 
effective  teachers.  His  first  boss,  who  was  recognized  throughout  the  bank  for  his 
unusual  skill  in  developing  young  men,  did  not  believe  that  it  took  years  to  gain  the 
knowledge  and  skill  needed  to  become  an  effective  banker.  After  two  years,  the  young 
man  was  made  assistant  manager  at  a  branch  headed  by  another  executive,  who  also  was 
an  effective  developer  of  his  subordinates.  Thus  it  was  that  when  the  young  man  was 
promoted  to  head  a  branch,  he  confidently  followed  the  model  of  his  two  previous 
superiors  in  operating  his  branch,  quickly  established  a  record  of  outstanding  perform- 
ance, and  trained  his  assistant  (as  he  had  been  trained)  to  assume  responsibility  early. 

Contrasting  records 

For  confirming  evidence  of  the  crucial  role  played  by  a  person's  first  bosses, 
let  us  turn  to  selling,  since  performance  in  this  area  is  more  easily  measured 
13.  Ibid.,  pp.  221-222. 
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than  in  most  managerial  areas.  Consider  the  following  investigations: 

In  a  study  of  the  careers  of  100  insurance  salesmen  who  began  work  with  either 
highly  competent  or  less-than-competent  agency  managers,  the  Life  Insurance  Agency 
Management  Association  found  that  men  with  average  sales  aptitude  test  scores  were 
nearly  five  times  as  likely  to  succeed  under  managers  with  good  performance  records  as 
under  managers  with  poor  records;  and  men  with  superior  sales  aptitude  scores  were 
found  to  be  twice  as  likely  to  succeed  under  high-performing  managers  as  under  low- 
performing  managers.14 

The  Metropolitan  Life  Insurance  Company  determined  in  1960  that  differences  in 
the  productivity  of  new  insurance  agents  who  had  equal  sales  aptitudes  could  be 
accounted  for  only  by  differences  in  the  ability  of  managers  in  the  offices  to  which  they 
were  assigned.  Men  whose  productivity  was  high  in  relation  to  their  aptitude  test  scores 
invariably  were  employed  in  offices  that  had  production  records  among  the  top  third  in 
the  company.  Conversely,  men  whose  productivity  was  low  in  relation  to  their  test  scores 
typically  were  in  the  least  successful  offices.  After  analyzing  all  the  factors  that  might 
have  accounted  for  these  variations,  the  company  concluded  that  differences  in  the 
performance  of  new  men  were  due  primarily  to  differences  in  the  "proficiency  in  sales 
training  and  direction"  of  the  local  managers.15 

A  study  I  conducted  of  the  performance  of  automobile  salesmen  in  Ford  dealerships  in 
New  England  revealed  that  superior  salesmen  were  concentrated  in  a  few  outstanding 
dealerships.  For  instance,  10  of  the  top  15  salesmen  in  New  England  were  in  3  (out  of 
approximately  200)  of  the  dealerships  in  this  region;  and  5  of  the  top  15  men  were  in  one 
highly  successful  dealership;  yet  4  of  these  men  previously  had  worked  for  other  dealers 
without  achieving  outstanding  sales  records.  There  seemed  to  be  little  doubt  that  the 
training  and  motivational  skills  of  managers  in  the  outstanding  dealerships  were  the 
critical  factor. 

ASTUTE  SELECTION 

While  success  in  business  sometimes  appears  to  depend  on  the  "luck  of  the 
draw,"  more  than  luck  is  involved  when  a  young  man  is  selected  by  a  superior 
manager.  Successful  managers  do  not  pick  their  subordinates  at  random  or  by 
the  toss  of  a  coin.  They  are  careful  to  select  only  those  who  they  "know"  will 
succeed.  As  Metropolitan's  Rockaway  district  manager,  Alfred  Oberlander, 
insisted:  "Every  man  who  starts  with  us  is  going  to  be  a  top-notch  life  insurance 
man,  or  he  would  not  have  received  an  invitation  to  join  the  team."16 

When  pressed  to  explain  how  they  "know"  whether  a  man  will  be  successful, 


14.  Robert  T.  Davis,  "Sales  Management  in  the  Field,"  HBR  January-February  1958,  p.  91. 

15.  Alfred  A.  Oberlander,  "The  Collective  Conscience  in  Recruiting,"  address  to  Life  Insurance 
Agency  Management  Association  Annual  Meeting,  Chicago,  Illinois,  1963,  p.  5. 

16.  Ibid.,  p.  9. 
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superior  managers  usually  end  up  by  saying  something  like,  "The  qualities  are 
intangible,  but  I  know  them  when  I  see  them."  They  have  difficulty  being 
explicit  because  their  selection  process  is  intuitive  and  is  based  on  interpersonal 
intelligence  that  is  difficult  to  describe.  The  key  seems  to  be  that  they  are  able  to 
identify  subordinates  with  whom  they  can  probably  work  effectively — men  with 
whom  they  are  compatible  and  whose  body  chemistry  agrees  with  their  own. 
They  make  mistakes,  of  course.  But  they  "give  up"  on  a  subordinate  slowly 
because  that  means  "giving  up"  on  themselves — on  their  judgment  and  ability 
in  selecting,  training,  and  motivating  men.  Less  effective  managers  select 
subordinates  more  quickly  and  give  up  on  them  more  easily,  believing  that  the 
inadequacy  is  that  of  the  subordinate,  not  of  themselves. 


Developing  Young  Men 

Observing  that  his  company's  research  indicates  that  "initial  corporate  expecta- 
tions for  performance  (with  real  responsibility)  mold  subsequent  expectations 
and  behavior,"  R.  W.  Walters,  Jr.,  director  of  college  employment  at  the 
American  Telephone  and  Telegraph  Company,  contends  that:  "Initial  bosses  of 
new  college  hires  must  be  the  best  in  the  organization."17  Unfortunately, 
however,  most  companies  practice  exactly  the  opposite. 

Rarely  do  new  graduates  work  closely  with  experienced  middle  managers  or 
upper-level  executives.  Normally,  they  are  bossed  by  first-line  managers  who 
tend  to  be  the  least  experienced  and  least  effective  in  the  organization.  While 
there  are  exceptions,  first-line  managers  generally  are  either  "old  pros"  who 
have  been  judged  as  lacking  competence  for  higher  levels  of  responsibility,  or 
they  are  younger  men  who  are  making  the  transition  from  "doing"  to 
"managing."  Often,  these  managers  lack  the  knowledge  and  skill  required  to 
develop  the  productive  capabilities  of  their  subordinates.  As  a  consequence, 
many  college  graduates  begin  their  careers  in  business  under  the  worst  possible 
circumstances.  Since  they  know  their  abilities  are  not  being  developed  or  used, 
they  quite  naturally  soon  become  negative  toward  their  jobs,  employers,  and 
business  careers. 

Although  most  top  executives  have  not  yet  diagnosed  the  problem,  industry's 
greatest  challenge  by  far  is  the  underdevelopment,  underutilization,  and  ineffec- 
tive management  and  use  of  its  most  valuable  resource — its  young  managerial 
and  professional  talent. 


17.  "How  to  Keep  the  Go-getters,"  Nation's  Business,  June  1966,  p.  74. 
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DISILLUSION  AND  TURNOVER 

The  problem  posed  to  corporate  management  is  underscored  by  the  sharply 
rising  rates  of  attrition  among  young  managerial  and  professional  personnel. 
Turnover  among  managers  one  to  five  years  out  of  college  is  almost  twice  as 
high  now  as  it  was  a  decade  ago,  and  five  times  as  high  as  two  decades  ago. 
Three  out  of  five  companies  surveyed  by  Fortune  magazine  in  the  fall  of  1968 
reported  that  turnover  rates  among  young  managers  and  professionals  were 
higher  than  five  years  ago.18  While  the  high  level  of  economic  activity  and  the 
shortage  of  skilled  personnel  have  made  job-hopping  easier,  the  underlying 
causes  of  high  attrition,  I  am  convinced,  are  underdevelopment  and  underutili- 
zation  of  a  work  force  that  has  high  career  aspirations. 

The  problem  can  be  seen  in  its  extreme  form  in  the  excessive  attrition  rates  of 
college  and  university  graduates  who  begin  their  careers  in  sales  positions. 
Whereas  the  average  company  loses  about  50%  of  its  new  college  and  university 
graduates  within  three  to  five  years,  attrition  rates  as  high  as  40%  in  the  first 
year  are  common  among  college  graduates  who  accept  sales  positions  in  the 
average  company.  This  attrition  stems  primarily,  in  my  opinion,  from  the 
failure  of  first-line  managers  to  teach  new  college  recruits  what  they  need  to 
know  to  be  effective  sales  representatives. 

As  we  have  seen,  young  men  who  begin  their  careers  working  for  less-than- 
competent  sales  managers  are  likely  to  have  records  of  low  productivity.  When 
rebuffed  by  their  customers  and  considered  by  their  managers  to  have  little 
potential  for  success,  the  young  men  naturally  have  great  difficulty  in  maintain- 
ing their  self-esteem.  Soon  they  find  little  personal  satisfaction  in  their  jobs  and, 
to  avoid  further  loss  of  self-respect,  leave  their  employers  for  jobs  that  look  more 
promising.  Moreover,  as  reports  about  the  high  turnover  and  disillusionment  of 
those  who  embarked  on  sales  careers  filter  back  to  college  campuses,  new 
graduates  become  increasingly  reluctant  to  take  jobs  in  sales. 

Thus,  ineffective  first-line  sales  management  sets  off  a  sequence  of  events  that 
ends  with  college  and  university  graduates  avoiding  careers  in  selling.  To  a 
lesser  extent,  the  same  pattern  is  duplicated  in  other  functions  of  business,  as 
evidenced  by  the  growing  trend  of  college  graduates  to  pursue  careers  in  "more 
meaningful"  occupations,  such  as  teaching  and  government  service. 

A  serious  "generation  gap"  between  bosses  and  subordinates  is  another 
significant  cause  of  breakdown.  Many  managers  resent  the  abstract  academic 
language  and  narrow  rationalization  typically  used  by  recent  graduates.  As  one 

18.  Robert  C.  Albrook,  "Why  It's  Harder  to  Keep  Good  Executives,"  Fortune,  November  1968, 
p.  137. 


194  Developing  People's  Talents 

manager  expressed  it  to  me:  "For  God's  sake,  you  need  a  lexicon  even  to  talk 
with  these  kids."  Noncollege  managers  often  are  particularly  resentful,  perhaps 
because  they  feel  threatened  by  the  bright  young  men  with  book-learned 
knowledge  that  they  do  not  understand. 

For  whatever  reason,  the  "generation  gap"  in  many  companies  is  eroding 
managerial  expectations  of  new  college  graduates.  For  instance,  I  know  of  a 
survey  of  management  attitudes  in  one  of  the  nation's  largest  companies  that 
revealed  that  54%  of  its  first-line  and  second-line  managers  believed  that  new 
college  recruits  were  "not  as  good  as  they  were  five  years  ago."  Since  what  a 
manager  expects  of  a  subordinate  influences  the  way  he  treats  him,  it  is 
understandable  that  new  graduates  often  develop  negative  attitudes  toward  their 
jobs  and  their  employers.  Clearly,  low  managerial  expectations  and  hostile 
attitudes  are  not  the  basis  for  effective  management  of  new  men  entering 
business. 


Conclusion 

Industry  has  not  developed  effective  first-line  managers  fast  enough  to  meet  its 
needs.  As  a  consequence,  many  companies  are  underdeveloping  their  most 
valuable  resource — talented  young  men  and  women.  They  are  incurring  heavy 
attrition  costs  and  contributing  to  the  negative  attitudes  young  people  often  have 
about  careers  in  business. 

For  top  executives  in  industry  who  are  concerned  with  the  productivity  of 
their  organizations  and  the  careers  of  young  employees,  the  challenge  is  clear:  it 
is  to  speed  the  development  of  managers  who  will  treat  their  subordinates  in 
ways  that  lead  to  high  performance  and  career  satisfaction.  The  manager  not 
only  shapes  the  expectations  and  productivity  of  his  subordinates,  but  also 
influences  their  attitudes  toward  their  jobs  and  themselves.  If  he  is  unskilled,  he 
leaves  scars  on  the  careers  of  the  young  men,  cuts  deeply  into  their  self-esteem, 
and  distorts  their  image  of  themselves  as  human  beings.  But  if  he  is  skillful  and 
has  high  expectations  of  his  subordinates,  their  self-confidence  will  grow,  their 
capabilities  will  develop,  and  their  productivity  will  be  high.  More  often  than  he 
realizes,  the  manager  is  Pygmalion. 


13. 


Is  Management  Really  an  Art? 
Henry  M.  Boettinger 


If,  as  many  have  argued,  management  really  is  an  art,  if  leadership  entails  more  than 
analytic  and  statistical  skills,  it  would  make  sense  for  businessmen  to  look  at  the  creative 
and  performing  arts  to  learn  something  about  their  own  endeavors.  The  author  investi- 
gates what  he  sees  as  three  indispensable  aspects  of  the  artistic  process — craft,  vision,  and 
communication.  Just  as  artists  need  to  master  their  crafts,  business  managers  need  to 
perfect  their  skills  in  dealing  with  people  and  in  expressing  themselves  verbally;  just  as 
artists  need  visions  and  passion  to  realize  them,  managers  need  imagination  and  audacity 
to  redesign  their  organizations;  and  just  as  great  masters  communicate  their  visions,  great 
leaders  inspire  those  who  work  for  them.  To  complete  this  process,  managers  as  well  as 
artists  need  constructive  criticism  and  models  to  emulate.  Thus  one  of  the  obligations  of 
top  management  is  to  teach  and  guide.  The  author  concludes  that  for  its  own  survival, 
business  should  take  on  the  responsibility  of  nurturing  its  own  leaders. 


In  sheer  banality,  few  statements  exceed  the  assertion  that  management  is  an 
art.  Grizzled  managerial  veterans  sometimes  shout  it  to  silence  insolent  or 
overeager  newcomers  who  brandish  shiny  scientific  methods  during  decision- 
making sessions.  On  happier  occasions,  appreciative  observers  use  it  to  explain 
unexpected  success,  when  chance  and  the  probability  of  failure  surrender  to 
competence  and  nerve.  And  who  could  deny  that  such  a  platitude  is  in  some  way 
descriptive  of  experience?  Surely  no  sensible  person  would  say  that  manage- 
ment is  not  an  art.  Perhaps  if  one  takes  the  comparison  of  management  to  art 
seriously,  he  will  find  that  it  has  some  important  implications  for  modern 
managerial  practice. 

Over  the  past  few  years,  I  have  sought  out  successful  practitioners  and 
teachers  in  some  endeavors  recognized  as  arts — musical  performance,  ballet, 
painting,  sculpture,  architecture,  writing,  surgery,  cooking,  and  certain  sports  of 

author's  note:  The  author  wishes  to  acknowledge  the  support  given  this  article  by  the  Oxford 
Centre  for  Management  Studies,  Oxford  University. 
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the  individual  type,  like  fencing  and  horsemanship.  My  purpose  was  to  see  if 
they  have  some  attributes  in  common  that  could  be  applied  to  the  teaching  and 
practice  of  management. 

All  the  statements  about  art  that  I  have  gathered  come  out  something  like 
this:  art  is  the  imposition  of  a  pattern,  a  vision  of  a  whole,  on  many  disparate 
parts  so  as  to  create  a  representation  of  that  vision;  art  is  an  imposition  of  order 
on  chaos.  The  artist  has  to  have  not  only  the  vision  that  he  or  she  wants  to 
communicate  but  also  the  skills  or  craft  with  which  to  present  the  vision.  This 
process  entails  choosing  the  correct  art  form  and,  within  that  art  form,  the 
correct  technique.  In  good  art,  the  result  is  a  blending  of  vision  and  craft  that 
involves  the  viewer,  reader,  or  listener  without  requiring  that  he  separate  the 
parts  in  order  to  appreciate  the  whole. 

We  all  know  people  who  have  vision  but  no  skill  in  implementing  it;  we  call 
them  dreamers.  In  the  arts  they  are  the  habitues  of  cafes  who  constantly  talk 
about  "work  in  progress"  that  is  never  completed.  Others  we  know  possess 
highly  honed  skills  but  no  visions  to  work  on.  Their  melancholy  lament 
identifies  them:  "If  only  I  had  an  idea,  what  a  story  I  could  write!"  or  "If  only  I 
knew  what  top  management  really  wants  me  to  do!"  Those  without  ideas  are 
hacks  who  grind  out  potboilers  according  to  worn-out  formulas.  We  can  learn 
nothing  from  them  except  what  to  avoid.  In  any  enterprise  both  dreamers  and 
technicians,  regardless  of  their  level,  are  condemned  to  ineffectiveness. 

To  see  how  this  distinction  relates  to  management,  we  shall  examine  two 
qualities  good  artists  have — competence  (technical  skill)  and  imagination  (the 
facility  of  mind  to  arrive  at  visions).  By  combining  these  qualities,  a  leader,  like 
an  artist,  can  communicate  his  visions  and  create  a  response  in  those  around 
him. 


"Criticism  Comes  Easier  than  Craftsmanship" 

— Pliny  the  Elder 

Surgical  instruments,  brushes,  chisels,  swords,  reins,  spatulas,  or  ballet  shoes 
are  never  used  properly  when  given  to  a  true  novice,  even  if  he  has  great  talent. 
Intuition  alone  is  insufficient  for  even  amateur  performance.  In  the  arts,  the 
proper  use  of  tools  evolves  after  years  of  innumerable  mistakes  and  a  few 
precious  successes.  Artists  create  instruments  to  meet  needs  as  they  arise  and 
perfect  methods  of  use  by  trial  and  error  These  methods  are  handed  down  from 
teacher  to  pupil  and  are  virtually  never  arrived  at  instinctively  or  without 
practice.  There  are  no  short  cuts  to  developing  a  skill.  It  is  not  exaggerating  to 
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say  that  professional  techniques  are  nearly  always  anti-instinctive  and  that 
every  master  once  had  his  instincts  broken  in  for  disciplined  service. 

In  the  management  of  complex  affairs  like  politics  and  government,  unpre- 
pared practitioners  often  intervene  and  cause  misdirected,  though  well-inten- 
tioned, results.  This  may  account  for  Jay  Forrester's  law:  "Any  intuitive 
alteration  of  a  complex  system  will  cause  it  to  become  worse  off."1  Most  of  us 
would  not  be  comfortable  using  intuition  to  operate  an  atomic  reactor,  a 
submarine,  or  an  airplane.  We  might  tremble  if  asked  to  remove  a  brain  tumor, 
direct  a  symphony,  jump  a  horse,  or  prepare  a  state  dinner. 

All  these  activities  are,  however,  far  less  complicated  than  successfully 
launching  a  new  economic  policy,  introducing  new  technology  to  an  entire 
industry,  or  properly  restructuring  an  institution's  organization  to  meet  new 
markets  and  demands.  Yet  these  are  things  that  managers  are  expected  to  be 
able  to  do  well,  rapidly,  and  almost  immediately.  Are  companies  making  sure 
that  their  managers  are  masters  of  the  best  available  techniques  before  they  are 
called  on  to  carry  out  tasks  that  are  fraught  with  grave  human,  political,  and 
social  consequences?  I  doubt  it.  Acquiring  technique  is  essential  to  having 
competence. 

management's  materials 

Most  artists  use  materials  whose  nature  must  be  known  in  depth  to  produce  the 
best  work.  Musical  instruments,  for  example,  are  complex  in  their  construction 
and  difficult  to  manipulate.  Each  material  has  its  own  strengths  and  weak- 
nesses, and  the  true  craftsman  knows  its  limitations  and  how  to  work  with  it  so 
that  it  does  not  resist  his  efforts.  The  manager's  materials  are  human  talents, 
including  his  own.  The  core  of  his  job  is  to  accompish  grand  purposes  through 
human  efforts.  The  French  author  and  politician  Jean-Jacques  Servan- 
Schreiber  sums  up  the  idea:  "Management  is  the  art  of  arts  because  it  is  the 
organizer  of  talent." 

Organizing  others'  talents 

We  may  ask  how  a  manager  acquires  a  master's  knowledge  of  his  materials. 
Like  an  architect  wishing  to  transcend  the  limits  of  previous  construction 
methods,  he  must  study  the  nature  of  his  materials  and  experiment  with  their 
possibilities.  If  a  manager  believes  all  people  in  his  charge  to  be  homogeneous 

1.  Jay  Forrester,  Urban  Dynamics  (Cambridge,  Mass.,  MIT  Press,  1969),  p.  9. 
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material  that  can  be  shaped  into  any  form  by  the  chisels  of  marketplace 
pressures,  he  has  a  very  primitive  outlook  on  motivation.  With  nineteenth- 
century  overseers  and  captains  of  shanghaied  crews,  he  shares  a  policy  based  on 
the  knout. 

No  doubt  some  managers  can  deal  with  people  in  this  way,  but  the  techniques 
of  their  management  art  are  as  unperfected  as  their  philosophy  is  barbaric. 
Today,  managers  with  such  an  outlook  are  akin  to  architects  designing  houses 
without  knowing  the  stress  limits  of  their  materials.  They  can  survive  only  in 
relatively  isolated  enclaves  of  society.  Those  who  manage  others  need  a  knowl- 
edge and  appreciation  of  motivation,  which  requires  a  far  deeper  understanding 
of  human  beings  as  individuals  than  brandishing  the  lash  does. 

But  how  does  a  business  teach  a  manager  to  deal  with  subordinates, 
particularly  with  seasoned  veterans,  whose  activity  is  essential  to  the  organiza- 
tion's growth?  At  the  very  least,  he  should  be  instructed  to  avoid  antagonizing 
them  unnecessarily,  as  political  leaders  new  to  office  so  often  do.  An  organiza- 
tion's management  is  like  a  knife  whose  cutting  edge  is  imagination  but  whose 
momentum  is  derived  from  the  mass  of  experience  and  effort  of  the  personnel 
behind  that  edge.  Both  edge  and  mass  are  needed  to  make  the  knife  cut.  The 
adjectives  "dull"  and  "sharp"  are  not  unknown  in  appraising  overall  manageri- 
al effectiveness. 

A  manager  must  understand  not  only  the  persons  in  his  own  organization  but 
also  the  drives,  anxieties,  and  reactions  of  those  beyond  the  perimeter  of  his 
control — stockholders,  customers,  competitors,  and  government  officials.  Our 
knowledge  of  management  "material"  is  both  tentative  and  limited.  This  lack  of 
knowledge  is  one  reason  why  waves  of  fashion  in  new  manipulation  and 
motivation  methods  sweep  over  us  from  time  to  time. 

In  other  arts,  the  masters  of  skill  assign  a  large  role  to  learning  from  error 
and  practice.  Fencing  and  riding  masters  physically  punish  their  pupils  for 
deviating  from  proper  form  and  often  use  ridicule  to  correct  lapses  in  concentra- 
tion. One  master  believes  that  skill  in  these  two  arts  can  only  be  developed  to  the 
highest  level  under  the  harshest  conditions  of  military  discipline.  He  said,  "It's 
remarkable  how  a  few  days  of  reflection  on  his  errors  in  the  guardhouse  can 
cause  someone  to  keep  his  heels  down  and  his  elbows  in." 

We  certainly  cannot  use  military  discipline  in  management,  but  errors  could 
be  seen  as  opportunities  for  the  teacher  to  direct  future  practice  and  training.  In 
the  arts,  such  training  progresses  in  gradual  steps,  from  simple  elements  to  more 
complex  maneuvers,  each  to  be  thoroughly  learned  before  going  on  to  new 
levels.  All  masters  know  that  if  an  area  of  fundamental  skill  is  neglected,  it  will 
ultimately  plague  all  future  work  and  cause  serious  flaws  in  performance.  A 
fencer  whose  disengage  riposte  is  never  developed  is  as  limited  in  the  way  he  can 
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maneuver  in  a  match  as  a  manager  is  who  realizes  he  does  not  know  how  to  deal 
with  people.  His  energies  go  into  protecting  that  weakness  rather  than  into 
developing  a  better  strategy. 

Companies'  management  training  schemes,  however,  seldom  leave  room  for 
the  gradual  process  of  learning.  Consequently,  there  are  many  people,  some  in 
high  positions,  who  are  deficient  in  even  an  elementary  understanding  of  the 
importance  of  human  relations.  And  when  ill-prepared  persons  have  to  deal 
with  areas  in  which  they  are  weak — for  instance,  accounting  methods  and 
sophisticated  management  information  systems — their  lack  of  human  skills  is 
even  more  crucial  than  their  lack  of  quantitative  ones.  The  gaps  in  their  training 
place  continual  stress  on  their  subordinates. 

It  need  not  be  this  way.  Few  persons  can  learn  anything  faster  than  managers 
faced  with  real  problems.  But  they  must  be  willing  to  suspend  their  status  as 
hierarchs  and  to  assume  the  humbler  status  of  students  under  competent 
teachers.  For  insecure,  second-rate  people,  this  produces  a  social  problem  of 
which  first-rate  people  are,  happily,  not  even  aware.  A  company  wishing  to  give 
a  good  education  in  management  always  provides  ways  to  minimize  this 
potentially  neurotic  friction. 

One  final  point  relative  to  training  in  competence  in  the  arts  is  that  only 
someone  who  can  actually  perform  in  an  art  is  qualified  to  teach  it.  There  is  no 
question  that  constructive  criticism  from  an  informed  bystander  is  helpful; 
actors,  for  instance,  can  learn  a  great  deal  about  human  motivation  from 
psychiatrists.  Nevertheless,  this  kind  of  procedure  is  different  from  the  one  an 
actor  goes  through  to  show  another  how  to  express  human  feelings. 

This  kind  of  apprenticeship  in  the  art  of  management  is  more  difficult  to 
complete  than  is  apprenticeship  in  the  other  arts.  Dancers,  actors,  painters,  and 
musicians  usually  arrive  at  the  master's  studio  at  a  tender  age  and  have  high 
motivation  to  keep  presenting  themselves  for  the  harsh  selection  process. 

Not  so  in  management.  Few  managers  have  had  childhood  visions  of 
becoming  managers,  and  usually  it  is  not  until  later  in  life  after  preparing  for 
other  professions  that  they  discover  a  talent  or  interest  in  management. 

The  "late-blooming"  managers  suffer  because  of  the  general  attitude  com- 
panies have  toward  taking  responsibility  for  management  training.  Not  one 
member  of  the  New  York  Philharmonic  Orchestra  expects  the  management  of 
the  orchestra  to  help  him  develop  his  skills  on  his  instrument.  That  is  entirely 
up  to  him,  and  he  knows  his  reputation  as  a  musician  is  totally  dependent  on  his 
performance  ability.  Intention,  potential,  and  aspiration  have  no  place  or  weight 
in  his  appraisal.  How  well  he  can  play  is  what  counts,  not  how  well  he  might 
play  with  further  training.  In  the  music  world,  a  chasm  separates  the  first-rate 
from  the  second-rate,  and  everyone  not  only  knows  it  but  accepts  it. 
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The  difference  between  the  orchestra  and  the  corporation  is  that  the 
individual  musician  has  had  a  teacher,  and  probably  will  have  one,  all  his  life. 
The  teacher  has  responsibility  for  the  performance.  In  a  corporation,  the 
student  manager  has  to  learn  his  art  in  an  environment  where  the  goals  are 
always  changing  and  from  a  hierarchy  that  sees  his  development  as  his  own 
affair. 

To  learn  the  art  of  management  entirely  on  one's  own  is  impossible,  even  in  a 
master-student  relationship.  Higher  managers  must,  therefore,  assume  some 
responsibility  for  the  training  of  those  who  will  succeed  them  and  who  are 
currently  subordinate  to  them.  There  is  an  apparent  perversity  in  the  obligation 
to  assist  others  to  destroy,  or  at  least  to  make  obsolete,  one's  current  operational 
vision,  and  yet  that  is  the  noble  imperative  for  the  best  teachers  of  management. 

To  make  one's  subordinates  into  mere  carbon  copies  of  oneself  and  to 
embrace  selection  methods  which  make  that  easy  betrays  the  future  growth  of 
any  enterprise  or  institution.  When  asked  by  a  bright  pupil,  "When  should  I 
discontinue  my  lessons  from  you?,"  a  wise  painting  master  replied,  "When  your 
pictures  begin  to  look  like  copies  of  mine."  We  all  know  of  leaders  so  dominant 
that  their  subordinates  try  to  emulate  their  every  act.  Lacking  the  master's 
genius,  they  succeed  only  in  copying  his  faults  and  producing  parodies  of  his 
accomplishments.  This  is  why  the  history  of  art  is  marked  by  great  break- 
throughs of  genius  that  become  worn-out  or  stylized  by  the  school  they  have 
created.  This  stagnation  sets  up  conditions  for  the  emergence  of  a  new  vision  of 
greatness  to  arrest  the  previous  decline.  The  aphorism  "Nothing  fails  like 
success,"  ccmed  by  William  Inge,  dean  of  St.  Paul's,  finds  it  roots  in  situations 
like  these. 

Lord  Ragland,  that  unfortunate  military  leader  during  the  Crimean  War, 
said  that  when  faced  with  a  problem  he  always  asked  himself,  "What  would  the 
Duke  of  Wellington  have  done?"  I  submit  that  the  thought  of  imitating  someone 
else  never  crossed  the  duke's  mind.  Instead,  he  asked  himself,  "What  will  my 
enemy  do?"  That  is  the  approach  of  a  great  leader  to  all  conflict  situations,  from 
battles  to  competition  for  markets.  The  leader  uses  his  imagination  for  strokes  of 
genius  geared  to  the  present;  the  imitator  perverts  his  imagination  by  trying  to 
find  the  right  action  for  conditions  long  consigned  to  the  dustbin  of  history.  The 
results  of  both  attitudes  are  predictable  and  deserved. 

I  submit  two  propositions: 

□  When  the  tools  and  materials  of  an  art  are  inanimate,  as  in  sculpture,  or 
symbolic,  as  in  accounting  and  music,  development  is  a  personal  resonsibility. 

□  When  the  materials  of  an  art  are  others'  personalities,  talents,  and  efforts, 
as  in  military,  government,  and  business  management,  personal  development 
depends  to  some  extent  on  those  in  overall  charge.  The  education  of  its  members 
becomes  a  social  responsibility  of  the  institution  itself,  which  it  must  assume  to 
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assure  its  own  survival.  Skills  that  good  managers  ought  to  possess  fall  into  this 
category. 

Organizing  one's  own  talents 

Written  and  oral  expression,  two  skills  a  modern  manager  must  command  so 
as  to  be  fully  effective,  can  be  improved  by  proper  training.  In  large  organiza- 
tions, reliance  on  discussion  alone  is  extremely  risky  because  each  step  in 
transmission  degrades  the  message.  As  a  message  passes  through  a  hierarchy, 
rebounding  from  the  prejudices,  anxieties,  and  vested  interests  of  each  receiver, 
it  can  become  unrecognizable  to  its  originator.  The  ability  to  speak  before 
groups  of  varied  size,  from  3  to  3,000  is  also  needed.  It  is  scandalous  that  there 
are  managers  inept  at  this  most  ancient  tool  of  leadership.  Part  of  this  skill  is  the 
ability  to  engage  in  conference  dialogue  and  to  present  ideas  and  programs.  By 
saving  time  and  clarifying  issues,  making  even  slight  progress  in  articulating 
ideas  in  the  echelons  below  top  management  could  amplify  the  decisiveness  of 
an  organization. 

What  do  business  leaders  do  now  to  remedy  such  deficiencies?  Very  little. 
They  seem  to  assume  that  managers  can  pick  up  these  skills  quickly  and  easily 
or  that  specialists  in  writing  and  presentations  can  be  hired  whenever  needed.  A 
few  managers  do  have  natural  gifts  in  these  areas,  but  most  do  not.  The  idea 
that  hired  hands  can  express  a  manager's  true  thinking  in  his  own  style  is  a  trap 
executives  of  every  level  fall  into.  It  is  akin  to  having  a  hireling  turn  what 
Mozart  hums  into  musical  notation  and  orchestration.  It  might  sound  like 
music,  but  it  would  not  be  Mozart. 

In  any  truly  creative  work,  both  the  concept  and  the  striving  for  its  expression 
interact  with  and  amplify  each  other.  If  a  manager  does  not  undergo  the 
discipline  necessary  to  express  his  vision  in  clear  prose  or  persuasive  speech,  the 
realization  of  the  vision  could  suffer.  Fuzzy  expression  hides  loose  thinking, 
which  can  be  disastrous  when  coupled  with  authority  and  responsibility. 


"The  painter's  brush  consumes  his  dreams" 

—  William  Butler  Yeats 

Visions  spring  from  contemplation  of  problems,  events,  and  possibilities;  the 
realization  of  visions  requires  passion  and  action.  A  manager  may  take  either  of 
two  attitudes  toward  his  problems:  he  can  see  them  as  isolated  puzzles  to  be 
solved  independently  of  each  other,  or  he  can  see  them  as  connected  puzzles  to 
be  solved  by  redesigning. 

The  management  sciences  necessarily  adopt  the  first  of  these  approaches,  but 
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the  management  arts  require  the  second.  This  leads  us  to  inquire  about  what  we 
may  learn  from  the  arts  in  arriving  at  those  "good"  visions  that  are  the  sine  qua 
non  of  every  masterwork  of  art — or  of  management. 


MANAGEMENT  S  VISIONS 

In  his  Holism  and  Evolution,  Jan  Christiaan  Smuts,  the  South  African 
statesman  and  philosopher,  wrote,  "A  whole,  which  is  more  than  the  sum  of  its 
parts,  has  something  internal,  some  inwardness  of  structure  and  function,  some 
specific  inner  relation,  some  internality  of  character  or  nature  that  constitutes 
that  more"2  This  is  obvious  in  things  like  poetry,  painting,  or  music,  where 
single  units  of  words,  pigments,  or  tones  are  combined  to  produce  a  pattern  that 
does  not  exist  in  the  units  themselves.  In  Smuts's  terms,  that  pattern  is 
something  more,  and  it  is  more  vital  than  any  assembly  of  units,  however  large, 
that  lacks  such  a  pattern. 

Much  as  a  curious  child  disassembles  a  clock  into  its  constituent  gears, 
spindles,  and  springs,  analysis  breaks  wholes  into  smaller  and  smaller  pieces  for 
examination  in  isolation.  Most  of  the  great  advances  in  science  have  followed 
this  procedure — elucidation  of  finer  and  finer  detail  with  more  and  more 
powerful  instruments  of  observation.  But  analysis  can  be  done  only  on  some- 
thing that  already  exists,  and  for  it  to  exist,  there  has  to  be  some  relation  among 
the  parts,  almost  as  if  someone  had  designed  it.  For  instance,  a  truly  creative 
scientist  is  one  who  has  a  vision  of  what  the  separate  things  he  observes  might 
constitute.  His  "science"  is  a  way  of  proving  his  "art." 

Every  artist  attempts  to  produce  cohesive  patterns  by  selecting,  rejecting,  and 
relating  the  various  components  available  to  him  to  express  his  vision.  Every 
manager  also  deals  with  such  designs;  some  he  has  inherited,  some  he  struggles 
to  express,  some  he  loathes,  and  others  are  still  unknown  and  appear  only  as 
early  tremors  of  imagination. 

Without  recognition  of  the  central  role  of  imagination  and  individual 
performance  in  the  management  art,  the  subject  of  management  as  an  academic 
discipline  would  become  mere  elementary  science  pedagogy — all  analysis  and 
no  synthesis.  Unfortunately,  minds  trained  to  carry  out  effective  syntheses  and 
to  make  the  necessary  judgments  for  general  management  are  still  in  short 
supply. 

Without  that  clear  vision  that  underlies  all  good  art,  the  manager's  compo- 
nents are  merely  isolated  bits  and  pieces.  As  with  the  other  arts,  there  are  no 
objective  criteria  by  which  the  manager  can  judge  whether  one  arrangement  is 
superior  to  another.  The  criteria  he  uses  to  select  a  configuration  are  subjective. 

2.  New  York,  Viking  Press,  1961,  p.  xii. 
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Each  criterion  is  weighted  by  his  personal  prejudice,  belief,  tradition,  and 
temperament.  He  builds  and  destroys  every  time  he  makes  rearrangements  of 
his  possibilities,  much  as  any  artist  does  in  composing,  painting,  or  sculpting. 

A  conference  of  top  executives  selecting  personnel  to  head  a  set  of  lower  units 
is  akin  to  a  crew  of  fresco  painters,  each  of  whom  adds  his  stroke  to  finish  the 
picture  that  will  be  viewed  as  a  whole.  As  it  is  for  the  artist,  every  move  the 
executive  makes  is  a  compromise  between  the  vision  he  has  and  the  limits  of  the 
materials  available  to  him.  This  constant  tension  between  vision  and  possibility 
accounts  for  the  maxim  "Great  works  of  art  are  never  finished;  they  are 
abandoned."  Later,  when  their  project  cuts  its  way  through  the  tangle  of 
disasters  and  successes  to  a  conclusion,  others  can  analyze  whether  or  not  the 
right  actions  were  initiated,  the  best  people  selected,  or  the  correct  information 
used. 

By  placing  this  emphasis  on  vision  as  a  product  of  the  imagination,  I  do  not 
mean  to  imply  that  the  process  is  totally  uninfluenced  by  experience.  The  ability 
to  form  visions  can  be  nurtured  by  the  sort  of  education  that  encourages 
audacity  and  experimentation  yet  provides  constructive  criticism  and  models  to 
follow. 

Learning  from  experience 

Managers  can  learn  from  critiques  of  success  and  failure,  but  such  criticism  is 
useful  only  to  the  extent  that  it  helps  them  produce  a  better  vision  the  next  time 
around.  Sometimes  a  leader's  awareness  of  tactics  that  fail  makes  it  difficult  for 
him  to  tolerate  any  design  other  than  one  that  will  maintain  a  state  of 
equilibrium.  This  pursuit  of  the  status  quo  can  either  mark  a  consolidation 
stage  in  which  many  radical  changes  are  finally  digested  or  signal  the  beginning 
of  an  institution's  decline. 

If  a  manager  loses  heart  and  does  not  follow  any  dream  or  vision,  the 
organization  is  doomed.  But  it  often  takes  courage  and  an  audacious  self- 
confidence  to  maintain  one's  course.  At  the  onset  of  his  deafness,  Beethoven  said, 
"I  will  take  fate  by  the  throat."  While  not  given  to  such  vivid  metaphors,  every 
manager  worth  his  salt  must  sometimes  embrace  the  same  attitude  when  he 
faces  an  overwhelming  problem  or  opportunity. 

I  once  asked  a  ballet  teacher  if  she  could  tell  which  students  would  become 
expert  performers.  "Yes,  and  usually  after  a  few  sessions,"  she  answered. 
"Most  all  who  come  here  have  fine  bodies  and  good  coordination,  and  they 
quickly  learn  the  positions  in  the  book  sense.  But  first-class  work  can  only  be 
done  by  those  who  can  shed  their  inhibitions.  Those  who  constantly  worry 
about  how  they  look  and  what  people  will  think  or  who  hold  themselves  back 
out  of  fear  of  appearing  ridiculous  will  never  make  it.  I  try  to  help  those  who 
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are  merely  timid,  and  I  have  a  little  success,  but  inhibition  is  the  most  difficult 
obstacle  of  all.  Some  have  'it';  some  don't.  I  don't  pretend  to  understand  it,  even 
though  I  can  recognize  it  quickly." 

The  ballet  mistress  articulated  what  most  of  us  recognize  as  the  debilitating 
effects  of  self-consciousness.  Experienced  managers  know  the  same  phenom- 
enon; men  and  women  of  superb  credentials  turn  in  mediocre  work,  and  others 
far  less  equipped,  on  paper,  produce  results  of  surprisingly  high  quality. 
Audacity  and  self-confidence  are  not  the  same  as  rashness;  a  healthy  self- 
confidence  is  based  on  developed  and  tested  powers  of  thought  and  action,  not  on 
nervous  compulsion  to  do  anything  at  all  except  think.  Audacity  builds  on 
previous  challenges  and  successes,  in  which  confidence  has  been  reinforced  by 
every  step  forward  and  each  problem  addressed  is  one  of  increased  difficulty. 

This  kind  of  reinforced  experience  constitutes  the  value  of  veterans  in 
military  units.  Confident  and  seasoned,  the  veterans  stiffen  the  resolve  of  green 
troops  and  furnish  nuclei  around  which  the  troops'  confidence  can  build.  Using 
the  veterans  as  models,  the  young  troops  learn  how  to  respond  in  action. 
Without  such  models,  the  first  noises  of  combat  can  trigger  uncontrollable  panic. 

Learning  from  models 

In  the  arts,  teachers  draw  their  students'  attention  to  models,  to  great  works 
by  master  artists.  In  fact,  the  urge  to  join  such  pantheons  motivates  the  highly 
talented  to  their  greatest  efforts  far  more  than  does  the  prospect  of  economic- 
gain.  The  memoirs  of  successful  practitioners  nearly  always  indicate  that  they 
were  influenced,  usually  at  an  early  age,  by  great  men  and  women  who 
advanced  their  field  and  by  examples  of  masterpieces  encountered  in  museums 
or  libraries. 

Following  the  maxim  that  youth  needs  models  far  more  than  it  does  critics  is 
sound  advice  for  attracting  talent.  One  almost  searches  in  vain,  however,  for 
good  biographies  of  great  managers.  I  believe  there  is  an  unworked  mine  of 
profound  inspirational  value  in  the  stories  of  those  who  have  made  great 
contributions  to  the  art  of  management.  How  else  can  our  young  people  be 
attracted  by  worthy  motives  to  this  calling?  Statesmen  are  nurtured  on  Plutarch; 
soldiers  study  the  great  captains;  painters,  poets,  musicians,  and  writers  follow 
the  lofty  standards  set  by  their  idols. 

In  comparison,  neophytes  to  the  art  of  management  are  badly  served.  Most 
histories  of  enterprise  are  dreary  chronicles  that  carry  a  whiff  of  official 
committee  approval  and  are  more  likely  to  repel  than  attract  the  nascent 
manager  in  search  of  the  romance  that  abounds  in  the  art  of  management.  Every 
enterprise  worth  anything  has  begun  as  an  adventure,  and  every  one  in  the 
future  will  do  the  same.  Books  and  articles  that  let  us  rediscover  purpose  will 
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not  only  inspire  the  young  but  will  also  invigorate  the  cynical,  who  feel  that 
their  jobs  have  lost  meaning. 

Example  is  still  the  best  teacher,  and  the  only  way  to  learn  to  see  things  as 
wholes  (to  attempt  the  art  of  design)  and  acquire  the  requisite  audacity  is  to 
watch  how  others  do  it  or  read  about  how  they  did  it. 

One  of  the  most  remarkable  enterprises  in  history,  by  any  standard,  was  the 
East  India  Company.  The  story  of  how  merchant  adventurers  fought  for  and 
gained  tenuous  footholds  in  trade  and,  through  a  series  of  advances  led  by  men 
of  genius,  governed  the  subcontinent  as  it  took  its  place  as  a  modern  nation  is 
hard  to  beat  in  fiction.  Phillip  Woodruffs  two  volumes  The  Men  Who  Ruled 
India3  set  it  all  down  in  a  compelling  narrative.  Every  page  is  rich  in  lessons  for 
modern  managers.  I  am  still  astonished  to  know  that,  at  its  peak,  the  Indian  civil 
service  consisted  of  only  1 ,000  members;  what  a  colorful  and  bold  collection  they 
were!  The  incredibly  early  ages  at  which  they  were  given  enormous  responsibil- 
ities and  the  unbounded  energy  they  applied  to  their  shared  vision  make  one 
humble  when  comparing  current  business  practice  in  these  matters. 

I  do  not  intend  to  develop  this  theme  of  the  men  who  ruled  India  except  in 
two  regards:  their  attitudes  toward  training  and  their  quest  for  excellence  in 
performance.  In  the  early  days  of  the  Indian  civil  service,  the  tutelage  of  new 
members  (most  of  them  in  their  late  teens)  was  that  of  associating  with  an  elder 
brother  who  instructed  them  in  their  duties.  The  mentor  gave  them  progressive- 
ly difficult  missions,  extricated  them  when  they  were  over  their  heads,  wrote 
confidential  reports  on  their  progress,  and  made  recommendations  for  new 
assignments  designed  to  develop  strengths  and  eliminate  weaknesses.  As  a  tribal 
leader  might  see  to  the  survival  of  his  tribe  by  ensuring  that  the  training  of  its 
young  men  is  adequate,  the  governor-general  himself  examined  the  progress 
reports  on  the  young  members  of  the  civil  service. 

By  1800,  the  scope  and  depth  of  the  company's  responsibilities  called  for 
nothing  less  than  the  creation  and  management  of  an  entire  government 
apparatus.  In  1806,  the  directors  established  what  I  believe  to  be  the  first 
institutions  dedicated  solely  to  teaching  the  art  of  management — one  at  Fort 
William  in  India,  another  at  Haileybury  in  England.  The  English  school  had  a 
distinguished  faculty  covering  a  broad  curriculum,  including  Oriental  lan- 
guages, political  economy,  mathematics,  science,  philosophy,  history,  and  Asiat- 
ic literature.  The  school  lasted  until  1858,  when  it  closed  after  transfer  of  the 
company's  responsibilities  to  the  Crown. 

It  is  not  surprising  that  the  managers  of  the  East  India  Company  became 
leaders  and  governors  of  India.  The  minute-in-council  of  Lord  Wellesley,4  who 
set  up  the  Fort  William  school,  contains  lessons  for  all  managers  and  leaders. 

3.  New  York,  St.  Martin's  Press,  1954. 

4.  Asiatic  Annual  Register,  1802. 
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According  to  him,  the  school's  purpose  was  "to  establish  a  just  conformity 
between  their  personal  considerations  and  the  dignity  and  importance  of  their 
public  stations,  and  a  sufficient  correspondence  between  their  qualifications  and 
their  duties"  for  those  men  recruited  in  the  company's  service.  The  school's 
founders  knew  that  the  art  of  government  could  not  be  taught  in  a  lecture  hall, 
but  they  also  knew  that  turning  a  young  man  unprepared  for  the  burdens  of 
management  into  the  chaos  of  raw  experience  was  not  sensible.  To  them, 
education  was  necessary  in  order  to  benefit  from  experience. 

The  managers  they  trained  therefore  had  skills  and  vision.  But  they  also  had 
the  desire  to  communicate  their  purpose.  And  here  is  the  final  parallel  between 
management  and  art.  An  artist  is  judged  by  how  well  he  communicates  his 
purposes  to  the  viewer  by  reflecting  his  visions  in  his  works  of  art.  Similarly,  in 
business  the  manager  must  be  a  leader  who  can  communicate  his  vision  to  his 
subordinates.  Given  a  leader  they  can  respect,  even  the  old  veterans  will  put 
backbone  into  a  program  of  action. 


"Genuine  poetry  can  communicate  before  it  is  understood" 

—  T.  S.  Eliot 

A  vision,  however  arrived  at,  demands  realization  in  some  concrete  form.  If  the 
vision  or  its  realization  is  faulty,  we  call  the  result  bad  art — or  bad  manage- 
ment; if  the  realization  is  congruent  with  a  good  vision,  we  call  it  a  master- 
piece— or  effective  management.  The  point  is  an  obvious  one:  the  source  of  good 
management  is  found  in  the  imagination  of  leaders,  persons  who  form  new 
visions  and  manifest  them  with  a  high  degree  of  craft.  The  blending  of  vision 
and  craft  communicates  the  purpose.  In  the  arts,  people  who  do  that  well  are 
masters.  In  business,  they  are  leaders. 

Another  contrast  between  the  arts  and  the  sciences  is  that  they  are  appre- 
hended in  different  ways.  Whereas  the  benefits  of  science  can  come  to  people 
secondhand,  almost  by  report,  the  appreciation  of  art  always  personally  involves 
the  spectator.  The  artist,  then,  must  engage  and  involve  the  viewer,  listener,  or 
reader  in  the  work  of  art  itself.  For  science  to  be  understood,  there  is  no  such 
condition. 

At  every  level  of  management,  from  shop  floor  to  board  room,  across  the 
spectrum  of  our  institutions,  whether  government,  business,  education,  armed 
forces,  or  the  church,  we  need  a  rediscovery  of  the  value  of  the  individual 
imagination  and  a  rekindling  of  that  passion  for  humane  purposes  which  is  the 
authentic  light  of  leadership.  To  manage  is  to  lead,  and  to  lead  others  requires 
that  one  enlist  the  emotions  of  others  to  share  a  vision  as  their  own.  If  that  is  not 
an  art,  then  nothing  is. 
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Interviews  with  F.  J.  Lunding,  G.  L.  Clements, 
and  D.  S.  Perkins* 


In  1931  John  Hancock,  chairman  of  Jewel  Tea  Company,  hired  a  young  lawyer, 
Franklin  J.  Lunding,  to  negotiate  the  acquisition  oj  some  food  stores  in  Chicago.  By  1942, 
Lunding  was  president  of  Jewel  Tea  Co.  Inc.  He  was  only  36  years  old.  Like  Hancock, 
Lunding  also  needed  help  running  the  food  stores,  so  he  appointed  the  young  office 
manager,  George  L.  Clements,  to  be  assistant  to  the  president.  By  1951 ,  Clements  was 
president,  and  he  was  41  years  old.  In  1953,  in  an  effort  to  bring  new  blood  into  the 
organization,  Lunding  hired  Donald  S.  Perkins  as  a  trainee.  With  the  farsighted 
guidance  of  both  Lunding  and  Clements,  Perkins  became  president  of  the  Jewel 
Companies  in  1965,  when  he  was  37  years  old.  Perkins  is  now  chairman  and  chief 
executive  officer.  That  simple  fact  epitomizes  what  is  now  a  Jewel  tradition;  young  people 
shall  be  given  their  heads,  to  challenge  the  organization  to  grow.  These  young  people  will 
also  have  an  older  person  in  the  organization  to  look  after  them  in  their  early  years  to 
ensure  that  their  careers  get  off  to  a  good  start.  Out  of  these  relationships  it  is  hoped  that 
young  people  learn  to  take  risks,  accept  a  philosophical  commitment  to  sharing,  and  learn 
to  relate  to  people  in  an  intuitive  emphathetic  way.  These  mentor  relationships  develop 
leaders.  In  the  interviews  that  follow,  Messrs.  Lunding,  Clements,  and  Perkins  discuss 
these  issues,  how  they  affected  each  other's  lives,  and  ultimately  how  the  imprints  of  their 
personalities  and  relationships  can  be  seen  in  the  strategies  and  policies  of  the  Jewel 
Companies. 


Franklin  J.  Lunding 

HBR:  Was  there  anyone  in  your  background  who  gave  you  the  idea  that  to  give 
young  people  responsibility  early  is  the  way  to  help  them  grow  in  a  business? 
For  instance,  did  John  Hancock  [chairman  of  Jewel  Tea,  1924-1954]  do 
anything  for  you  when  you  were  a  young  man? 

*Thcse  interviews  were  conducted  and  edited  by  Eliza  G.  C.  Collins,  senior  editor,  and  Patricia 
Scott,  manuscript  editor,  HBR. 
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Yes  he  did.  He  recommended  me  as  general  counsel  of  this  company  in  1931 
when  I  was  only  25  years  old.  I  came  out  here  to  Chicago,  and  the  first  thing  I 
had  to  do  was  buy  a  group  of  food  stores.  I  handled  that  negotiation,  the 
contract,  and  the  whole  works  myself. 

How  did  Hancock  know  you? 

I  knew  Hancock  because  his  daughter  was  in  my  class  at  the  University  of 
North  Dakota.  He  was  always  interested  in  young  people.  Maybe  that's  one  of 
the  reasons  I  developed  somewhat  the  same  interest.  Although  we  were  very 
different  people,  we  got  along  fine.  He  stayed  on  in  the  business,  as  chairman  of 
the  board.  That  was  fine  with  me;  I  was  still  running  it. 

Did  you  feel  that  you  got  a  sense  of  confidence  from  Hancock's  choosing  you? 

No,  I  never  thought  about  it.  I  didn't  have  any  feeling  that  I  couldn't  do 
things.  I  was  brought  up  in  the  country,  in  North  Dakota,  where  my  father  was 
a  farm  implement  dealer.  My  parents  were  both  immigrants,  one  from  Norway, 
one  from  Sweden.  My  four  sisters  and  I,  immigrants'  children,  all  got  through 
college  and  some  professional  schools.  But  we  did  it  on  our  own. 

Between  my  freshman  and  sophomore  years,  that  would  be  1924,  I  went  as 
an  immigrant  with  a  bicycle  and  about  three  dollars  in  my  pocket  to  Mossbank, 
Saskatchewan  to  sell  books  to  farmers.  I  started  riding  on  my  bike  from  farm  to 
farm  on  those  country  roads  selling  books — "12  courses  on  agriculture,  11,200 
simple  practical  ideas  all  indexed."  You  get  used  to  doing  things  for  yourself. 

So  by  the  time  you  got  to  Jewel  Tea  with  Hancock  and  Maurice  Karker 
[president  1924-1942] ,  you  had  nothing  to  lose  by  accepting  the  challenge  and 
running  the  business? 

No,  in  fact  I  liked  it.  By  1934  I  was  assistant  to  the  president,  Karker,  and 
then  in  1937,  merchandise  manager,  in  effect  running  things  in  our  Food  Stores. 

Did  Hancock  leave  you  alone  or  was  there  a  lot  of  coaching  in  your  relationship? 
I  did  things  my  way.  Of  course,  that  might  have  been  his  way  for  all  I  knew.  I 
would  call  him  up  and  tell  him  I  was  going  to  do  something,  and  he'd  usually 
say,  "That's  fine." 

You  felt  you  could  challenge  Hancock  and  Karker *s  judgment  and  experience? 
There  was  no  need.  I  was  responsible  for  the  business.  I  used  my  own 
judgment  and  they  understood  that.  For  instance,  in  1938  the  Food  Stores  were 
failing  and  the  meat  markets  were  really  losing  money.  I  had  an  experienced 
meat  man,  but  every  time  I'd  reduce  prices  to  get  more  sales,  he'd  go  out  and 
reduce  the  quality.  You  can't  run  markets  like  that,  so  I  said  to  him,  "As  a 
company  we  aren't  going  to  be  here  much  longer  if  things  go  on  this  way,"  and 
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he  said,  "You're  just  going  to  have  an  awful  time  without  me."  I  said,  "Do  you 
mean  we'd  lose  money?"  He  said,  "Yes."  So  I  said,  "How  much  are  we  making 
now?  I'm  going  to  lose  it  my  way." 

So,  you  had  a  sense  of  your  own  responsibility;  you  weren't  saying,  "Oh  well, 
Karker's  the  president,  and  if  the  stores  go  bust,  it's  in  his  lap." 

No,  I  was  desperate  because  I  was  responsible  for  running  those  stores.  And, 
eventually,  I  offered  to  quit  because  of  them.  Karker  had  said  I  could  have  only 
eight  new  meat  markets,  when  I  knew  meat  markets  were  the  key  to  survival.  So 
I  said,  "If  I'm  going  to  fail,  I'll  fail  based  on  my  judgment.  I'm  not  going  to  risk 
my  reputation  on  someone  else's  judgment.  I'll  take  my  lumps  on  my  own,  but 
not  on  someone  else's  if  I  think  they're  wrong."  Karker  approved  an  unlimited 
number  of  markets. 

Say  a  subordinate  of  yours  felt  exactly  the  same  way  about  a  decision  you'd  made. 
If  someone  felt  that  way,  I'd  be  glad  to  have  him  come  and  tell  me  I  was 
wrong.  This  is  connected  to  the  idea  I  was  interested  in  more  than  any  other, 
and  that  is  to  have  a  philosophy  people  can  believe  in  and  that  will  last.  The 
way  you  hear  Perkins  talking  these  days,  I  guess  it's  lasted.  And  that's  what  I 
called  the  first  assistant  philosophy. 

What  was  the  philosophy? 

Simply  that  executive  responsibility  involves  assisting  the  people  down  the 
line  to  be  successful.  The  boss  in  any  department  is  the  first  assistant  to  those 
who  report  to  him.  You've  got  to  live  your  life  in  a  worthwhile  way.  This  is  a 
worthwhile  philosophy.  It  doesn't  hurt  people,  it  helps  them;  and  after  it  helps 
them,  it  helps  the  business. 

But  it  was  unique  for  the  time.  People  weren't  used  to  thinking  in  terms  of  an 
upside  down  organization  in  those  days.  The  typical  executive  was  more  like  a 
king,  saying,  "I  make  all  the  decisions,  and  all  you  little  gnomes  do  my  bidding, 
or  else." 

In  any  event,  in  the  1950s,  I  finally  got  my  thoughts  down  on  paper  and  put 
out  a  little  book  called  Sharing  a  Business,  which  tells  how  I  felt  about  whose 
responsibility  was  what.1 

Would  you  say  that  Hancock  had  any  direct  influence  on  the  philosophy  that  you 
thought  up  for  Jewel  Tea? 

No,  that  was  all  my  own  thinking.  It's  a  much  harder  job  to  be  a  first 
assistant  to  people  working  for  you  than  to  tell  them  what  to  do.  It  makes  doing 
your  job  the  same  thing  as  trying  to  bring  people  along.  If  you  can't  do  it,  and 

1.  Franklin  J.  Lunding,  "Sharing  a  Business,"  Chicago:  Updegraff  Press  Ltd.,  1954. 


210  Developing  People's  Talents 

they  don't  fit,  then  first  try  to  help  them,  but  if  that  doesn't  work  get  them 
out .  .  .  don't  let  them  be  dead  on  the  job. 

Did  you  choose  George  Clements  the  way  Hancock  chose  you? 

George  was  already  in  the  company.  He  started  out  in  the  Expense  Section  as 
a  very  young  kid.  When  I  became  president  of  the  company,  in  1942,  there  was 
a  war  on  and  there  were  a  lot  of  problems.  Previously  I  was  running  the  Food 
Stores,  but  then  I  had  to  go  look  out  for  all  of  the  business. 

George  was  the  office  manager  and  did  some  accounting  work.  But  it  seemed 
to  me  that  he  had  an  adminstrative  ability  and  some  talents  that  the  two  older, 
more  experienced  people  there  didn't  have,  so  I  just  pulled  him  out  and  made 
him  vice  president.  I  had  to  have  someone  good  to  get  some  of  these  things  done. 

Did  you  feel  like  his  first  assistant? 

Yes.  George  needed  help.  But  he  sure  could  take  it,  and  run  with  it. 

Could  he  have  done  it  without  your  sponsorship? 

I  guess  not,  but ...  I  couldn't  have  done  it  without  him  either;  remember,  I 
needed  him  more  than  he  needed  me.  What  I  loved  was  that  all  you  had  to  do 
was  give  him  a  go.  I  just  worked  hell  out  of  him.  He's  one  of  the  great  operating 
doers. 

When  you  picked  George  Clements  out  over  the  heads  of  these  other  two  fellows, 
were  you  consciously  choosing  him  to  be  a  successor  to  yourself? 

No,  I  just  wanted  to  make  sure  someone  was  looking  after  the  Food  Stores. 
But  I  had  a  feeling  he  had  it. 

Isn't  it  true  that  you  actually  brought  Donald  Perkins  to  Jewel? 

Yes.  In  1951  he  married  a  girl  whose  name  was  Phyllis  Babb,  and  her  father 
was  with  Lever  Brothers,  where  I  was  chairman  of  the  Executive  Committee.  I 
was  able  to  get  a  good  look  at  Don. 

What  was  it  about  Donald  Perkins  that  made  you  think  he  was  someone  who 
ought  to  be  in  your  company? 

Well,  his  school  record  was  very  good.  He  was  a  poor  kid,  and  had  a  widowed 
mother.  Somewhat  accidentally  he  happened  to  end  up  at  Yale;  he  hadn't 
thought  about  it,  in  fact,  until  someone  came  along  with  a  scholarship.  When  he 
was  graduated,  his  mother  came  down  on  a  bus  to  New  Haven  and  they  went 
home  to  St.  Louis  on  a  bus  together.  That's  pretty  good. 

Did  you  plan  that  Perkins  would  advance  in  the  company? 

Consider  what  this  business  looked  like  in  those  days.  We  didn't  have  a  very 
high  social  standing.  Mothers  would  rather  have  their  boys  and  girls  be  bankers 
or  lawyers.  When  you're  in  the  chain  store  business,  people  kind  of  assume  that 
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you  have  a  weak  mind  and  a  strong  back.  So  we  had  to  figure  out  ways  of 
getting  brains  into  the  business.  That's  another  way  the  first  assistant  philos- 
ophy helps  the  business;  it  attracts  the  smart  ones. 

Most  young  people  fear  that  they'll  get  out  someplace  and  no  one  will  notice 
them.  So  you  ask,  how  did  I  get  Don  Perkins?  Well,  I  think  he  was  willing  to 
believe  me.  I  said  to  him,  "If  you  have  it,  you'll  make  it,  and  if  you  don't,  you 
won't.  And  you  can  make  it  early.  Look  at  my  record — I'm  not  going  to  deny 
anyone  the  same  chance." 

Did  you  spend  a  considerable  amount  of  your  time  handpicking  people? 

I'm  looking  for  them  all  the  time.  Still  am.  Can't  stop.  Perkins  wasn't  as  hard 
to  get  as  Walter  Elisha,  who  is  president  of  our  Jewel  Food  Stores.  He  took  me 
a  few  years  and  three  martinis. 

Once,  I  wrote  to  the  secretary  of  the  Alumni  Association  at  the  University  of 
North  Dakota,  Lloyd  Stone,  whom  I  knew,  and  said,  "Lloyd,  if  you  see  a  really 
unique,  unusual  person,  send  him  to  me,  but  don't  bother  me  with  anyone  else." 
He  only  sent  me  one,  Wes  Christopherson,  who's  now  president  of  Jewel 
Companies,  of  course. 

What  is  it  you  look  for? 

I  think  anyone  who  can  get  through  college  with  a  good  record  must  have 
some  brains.  Don  Perkins  was  a  Baker  Scholar.  We  didn't  insist  that  all  be  Phi 
Beta  Kappas  or  MBAs  or  anything  like  that,  but  you  have  a  much  better  chance 
with  people  with  brains  than  with  dimwits.  There  aren't  many  like  Christo- 
pherson, Perkins,  or  Clements  .  .  .you  have  to  locate  them. 

Did  you  actively  encourage  George  Clements  to  look  out  for  the  young  Don 
Perkins? 

No,  Clements'  job  was  to  take  care  of  everyone  in  the  business.  He  did  a  first- 
class  job  of  it,  too.  However,  I  think  there  was  a  direct  mentor  relationship 
between  George  and  Don.  But  Don  wasn't  the  fair-haired  boy;  he  earned 
everything  he  got.  I  wouldn't  have  pushed  for  him  to  be  what  he  is  if  he  didn't 
have  it,  in  my  judgment.  I  knew  what  he  was  doing,  but  I  wasn't  paying  any 
unusual  attention  to  Perkins,  any  more  than  to  anyone  else. 

//  seems  as  ij  you  think  that  the  way  to  encourage  young  people  to  produce  is  to 
let  them  alone  on  a  day-to-day  level. 

Sure,  and  you  put  them  into  a  program.  We  sent  Don  out  to  California  for 
several  months  to  travel  door-to-door  for  our  Routes  Department,  in  which  we 
sell  directly  to  the  homemaker. 

So  you  actually  manage  their  careers? 

Of  course,  and  the  Routes  is  a  great  way  to  find  out  a  lot  about  the  public. 
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You  can't  sell  in  35  or  40  kitchens  a  day  for  months  and  not  find  out  about  what 
goes  on  in  the  kitchens  of  America.  Young  people  hate  it  while  they  do  it,  but 
they  all  say  afterward  that  it  is  great.  You  see,  you're  face  to  face  with  the 
customer  and  the  hard  business  of  selling.  In  top  management,  you  can  get  too 
sophisticated,  whereas  the  Routes  put  you  up  against  people  of  all  kinds.  It's  the 
greatest  training  ground  there  is. 

Like  you  riding  your  bicycle  in  Canada,  going  door  to  door? 

That's  right,  I  learned  a  lot.  The  guy  who  is  going  to  go  out  and  knock  on 
cold  doors  is  a  pretty  strong  individual. 


George  L.  Clements 

Do  you  feel  that  mentor  relationships  have  played  a  strong  part  in  shaping  Jewel 
leadership? 

Absolutely.  The  first  thing  that  was  important  for  Jewel  in  forming  mentor 
relationships,  which  I  never  thought  of  before,  is  that  John  Hancock,  who  was 
president  of  Jewel  right  after  World  War  I,  brought  in  Franklin  Lunding. 
Hancock  placed  the  young  Lunding  in  Jewel.  To  my  knowledge  that  began  the 
sponsorship  of  young  people,  and  Lunding  followed  that  by  bringing  in  young 
men.  I  don't  know  what  Lunding  would  say  to  this,  but  I  think  that's  what 
started  it. 

Another  important  thing  that  happened,  and  he  may  not  be  conscious  of  this, 
is  that  along  the  way  Lunding  went  to  the  Harvard  Business  School  for  one  of 
those  Advanced  Management  courses,  and  he  came  back  with  an  increased 
awareness  that  business  has  a  social  responsibility — that  it  isn't  just  there  to 
make  money  and  sell  people,  take  a  profit  and  use  people,  but  it  has  to  give 
people  something.  This,  I  think,  was  important  to  what  happened. 

The  next  important  thing  is  that  Lunding  gave  me  my  first  leg-up  in  the 
business. 

How  did  you  feel  when  he  did  that? 

I  was  more  than  a  little  floored.  I  was  the  office  manager  at  the  time  and  the 
youngest  of  the  lot.  He  had  men  who  knew  merchandising  and  operating  a  hell 
of  a  lot  better  than  I  did.  I  remember  saying  to  him,  "I  don't  know.  You  jumped 
me  over  these  guys.  I  don't  know  how  I'm  going  to  make  it  and  I  don't  know 
what  to  do."  He  said,  "Well,  why  don't  you  go  to  work  for  them?"  That  was  all 
I  needed. 

So  I  got  the  fellows  in,  heads  of  parts  of  the  business,  and  said,  "Look,  I'm 
it  ...  he  made  me  the  executive  vice  president.  But,  here's  the  business,  and 
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these  are  your  responsibilities.  Now  my  job,  as  I  look  at  it,  is  to  work  for  you, 
not  you  for  me.  I'm  going  to  keep  you  off  each  other's  throats;  I'm  going  to  pull 
you  together  when  I  have  to.  There  may  be  times  when  there's  a  difference  of 
opinion,  and  I'll  have  to  make  a  decision.  But,  fundamentally,  I'm  going  to  work 
for  you." 

Did  you  feel  that  Lunding  was  working  for  you? 

Lunding  was  a  leader.  Lunding  was  the  one  that  gave  me,  gave  the  others,  the 
philosophy  by  which  to  live.  In  other  words,  he  gave  us  that  first  assistant 
philosophy — that's  what  he  did. 

We  were  visiting  one  day  and  he  said,  "George,  your  aim  in  life  is  to  make 
Jewel  a  better  place  to  trade,  a  better  place  to  work."  I  don't  think  he  realized 
what  he  said,  but  I  took  it  and  ran  with  it.  And  all  the  way  through  our 
relationship  it  was  like  that.  He'd  say  it  and  I'd  run  with  it. 

Would  you  say  that  your  relationship  with  him  changed  you? 

Oh  yes,  oh  yes.  I  would  say  he  gave  me  a  direction,  a  personal  philosophy,  I'd 
been  missing.  When  he  brought  up  the  idea  that  to  run  a  business  is  to  share  it, 
I  could  convert  that  immediately  to  care  and  share,  and  I  could  take  that  out  and 
sell  it  to  the  organization — the  more  you  care,  the  more  you  share. 

If  something  was  not  going  the  way  you  thought  it  ought  to,  did  you  feel  that  you 
could  challenge  him  openly? 

You've  got  to  understand  Lunding.  There  are  ways,  if  you  think  somebody's 
wrong,  to  manage  the  situation  so  that  egos  are  not  hurt  or  punctured  and, 
sometimes,  you  can  get  around  it.  Sure  there  were  times  when  I  could  give  him 
the  hard  sell,  and  he'd  take  it.  He  was  great;  he'd  give  me  something  to  work 
with  and  leave  me  alone. 

Lunding  left  the  Food  Stores  office  early  and  moved  his  office  down  to  the 
Loop,  and  sat  there  all  by  himself.  He  was  that  kind  of  a  man.  He  could  work 
from  that  office  with  a  secretary  all  alone;  I  could  never  do  that.  He  would  read 
things,  then  telephone,  make  suggestions,  ask  questions,  or  go  to  conventions 
and  make  speeches.  Me,  I  had  to  be  involved  in  the  organization,  be  involved 
with  people,  involved  in  the  problems.  I'm  the  type  of  guy  that  somebody  always 
had  to  put  something  in  my  head  and  heart  for  me  to  really  go. 

How  would  you  describe  your  relationship  with  Perkins? 

Perkins  was  brought  in  by  Lunding,  around  1953.  Don  Booz  was  the  first 
MBA;  Perkins  was  the  second  or  third.  But  he  hadn't  been  here  too  long  before 
I  knew  he  was  my  successor.  He  had  such  tremendous  ability;  with  numbers 
and  with  people,  his  peers,  bosses,  and  subordinates.  In  fact,  I  remember  one  job 
he  was  on;  the  person  who  ran  the  department  said,  "You  know,  he's  really 
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good.  This  is  the  first  time  I've  ever  had  someone  working  for  me  that  I  know 
I'm  eventually  going  to  work  for." 

What  do  you  think  most  characterized  him? 

He  was  very  mature.  Like  myself  and  Lunding  he  had  a  background  of  hard 
work,  and  he  could  work  with  people.  If  he  had  a  question  about  somebody, 
he'd  keep  it  to  himself.  He  wouldn't  run  that  person  down;  he'd  just  forget  it 
and  work  around  it.  When  I  realized  that  he  had  it — and  that  was  early  in  his 
career — he  was  still  in  his  20s — I  never  said  anything,  never  told  him,  never 
told  anybody.  But  I  felt  it  was  my  job  to  give  him  experience  around  the 
organization,  to  do  it  carefully,  and  try  to  teach  him  patience  and  take  some  of 
the  Harvard  influence  out  of  him. 

What  was  particularly  bothersome? 

I  don't  know  that  Don  agrees  with  me — but  I  think  that  the  case  study 
method  teaches  people  that  there  is  a  problem  and  there  is  an  answer.  And  once 
you  find  that  answer,  then  you're  all  through.  Business  isn't  like  that  .  .  .  it's  not 
all  black  and  white;  it's  gray.  It's  not  simple;  it's  very  grand.  Sometimes 
problems  are  never  solved.  You  have  to  keep  going  with  them.  You  struggle 
with  them;  you  work  with  them  and  it  takes  time,  years  sometimes.  Don  had  to 
learn  to  be  patient  and  not  say,  "I  did  that;  what  do  you  have  for  me  now." 

How  did  you  help  him  do  that? 

I  just  sat  on  him.  I'd  let  him  make  a  mistake,  and  he'd  never  make  the  same 
mistake  twice.  For  instance,  after  he'd  been  on  his  first  real  assignment  as 
merchandising  manager  of  the  Routes  for  a  while,  he  felt  he'd  been  there  long 
enough.  So  I  said  to  him,  "Do  you  have  a  replacement?"  He  said,  "Oh,  sure,  so 
and  so.  .  .  ."  Well,  I  didn't  think  the  person  was  qualified,  but  as  far  as  Don  was 
concerned,  he  was,  enough  for  Don  to  be  able  to  move  to  another  job,  which  was 
uppermost  in  his  mind. 

What  happened? 
The  man  wasn't  right  for  the  job. 

And  guessing  the  person  wasn't  right,  you  were  able  to  sit  back  and  let  Perkins 
do  this? 

Oh  sure,  sure.  Maybe  I  was  wrong  about  the  man.  I've  been  wrong  many 
times,  and  young  people  absolutely  have  to  have  the  freedom  to  make  mistakes. 
Just  so  they  aren't  too  big.  What  was  more  important,  me  being  right  or  Don 
learning? 

II  ith  that  kind  of  incident,  would  the  two  of  you  discuss  it  afterward? 
I  mentioned  it  and  he  admitted  he  was  wrong,  but  he  didn't  want  to  talk 
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about  it.  If  you're  trying  to  develop  a  person,  you  don't  hammer  into  him  again 
and  again  that  he  made  a  mistake.  He  knows  he  made  a  mistake.  The  question 
then  is — what  are  you  going  to  do  about  it? 

Would  it  have  been  difficult  for  you  if  Perkins  had  challenged  you? 

Not  really,  though  it's  very  difficult  for  some  executives  to  give  young  people 
their  heads  and  accept  their  challenges,  and  there  were  a  lot  of  young  people 
who  had  no  sound  basis  for  what  they  were  saying,  but  Perkins  wasn't  one  of 
them.  Another  important  thing  in  developing  young  people  is  to  let  them  know 
what  is  going  on  so  that  they  can  challenge  you. 

How  did  you  do  that? 

Way  early  in  the  game,  I  heard  that  a  pretty  smart  young  guy  had  said,  "I 
wonder  what  the  secret  six  are  up  to  now."  That  was  me  and  my  Food  Stores 
staff.  Very  obviously  we  weren't  communicating  what  went  on  in  our  meetings. 
I  decided  we  had  to  let  people  know  what  we  were  doing.  They  needed  that. 
Any  young  person  needs  that.  And  out  of  this  came,  we  gave  it  a  fancy  name, 
the  Management  Development  Council. 

When  was  this? 

That  was  after  1960  when  we  started  annual  recruiting  of  MB  As.  That 
council  is  still  operating  because  I  talked  to  them  this  year.  It  was  an  attempt  to 
bring  together  young  people  with  potential  from  every  part  of  the  business  to 
communicate  what  was  going  on  in  their  parts  of  the  business. 

The  council  also  brings  in  a  Perkins,  a  Clements,  a  Dick  Cline  of  Osco,  or  a 
Jim  Hensen  of  Star  Markets,  and  the  young  people  ask  them  point-blank 
questions.  They  are  really  encouraged  to  challenge  top  management  as  to  what 
it  is  doing.  The  Osco  person  on  the  Council  might  not  ask  Dick  Cline  a  touchy 
question,  but  some  Food  Stores  person  might. 

Were  you  consciously  trying  to  develop  Perkins? 

Oh,  sure,  but  it  wasn't  hard,  he  was  so  ambitious.  The  only  other  thing  I  had 
to  do  besides  give  him  experience  was  to  get  him — you  know  "the  bright  boy- 
right  out  of  the  Harvard  Business  School" — accepted  in  the  organization.  I 
knew  he  had  to  have  a  success.  So  the  idea  was  to  expose  him  to  many  parts  of 
the  business — first,  so  that  he  knew  the  business;  and  second,  so  people  like  the 
one  I  mentioned  earlier  who  said,  "I  never  had  somebody  work  for  me  whom 
I'm  going  to  work  for,"  would  know  him. 

The  best  place  to  put  him  at  one  point  early  on  was  in  Jewel  Food  Stores,  so 
we  made  him  chief  of  staff,  Store  Operating.  That  was  the  best  way  to  slip  him 
in  there.  And  it  wasn't  long  before  his  tremendous  talent  showed  itself:  he  was 
always  writing  speeches  for  the  boss,  working  out  all  sorts  of  problems.  He 
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became,  very  obviously,  a  guy  that  people  respected.  Those  that  didn't  probably 
weren't  worth  a  damn  anyway. 

Was  that  enough  of  a  success  for  him? 

No,  he  needed  a  real  tough  baby.  So  after  he  was  in  charge  of  growth 
planning,  and  development,  I  made  him  vice  president  of  the  Routes  depart- 
ment. And  he  squealed.  He  really  didn't  want  to  go  there,  but  it  wasn't  going  to 
be  easy.  We  were  starting  to  franchise  the  Routes,  and  if  he  could  help  make 
that  work,  he'd  have  a  success  in  store  operating,  merchandising,  and  manage- 
ment. 

Would  his  chances  to  advance  have  been  affected  if  he'd  failed? 

It  would  have  been  too  bad.  But  it  never  came  to  my  mind  that  it  was  a  make- 
or-break  thing  because  it  never  occurred  to  me  that  he  couldn't  do  it.  I  just  knew 
he  had  to  have  a  success,  and  was  confident  he  would. 

Is  an  ingredient  of  success  the  superior's  confidence? 

Absolutely.  A  boss  has  to  have  every  bit  of  confidence  in  a  person.  The 
minute  the  boss  loses  confidence,  the  person  will  feel  it,  and  he's  going  to  go 
downhill.  But  remember,  I  don't  think  that  there  was  a  real  personal  relation- 
ship with  Perkins  before  he  was  executive  vice  president.  He  was  just  working 
for  the  company.  He  was  one  individual.  After  all,  I  was  trying  to  do  the  same 
thing  with  a  lot  of  individuals.  I  tried  to  see  what  I  could  put  into  them  rather 
than  what  they  could  do  for  me. 

Did  Lunding  share  your  feelings  about  Perkins,  as  early  on  as  you  did? 
Lunding  felt  strongly  about  Perkins.  He  certainly  pushed  him  at  me. 

He  pushed  him  at  you? 

Perkins  had  an  ear  with  Lunding.  Well,  there  were  times  that  I  suspected  he 
did,  though  I'm  not  sure.  I  didn't  raise  the  question.  I  don't  give  a  damn.  But 
there  were  times  when  it  seemed  to  me  that  something  would  come  from 
Lunding  that  would  indicate  that  Perkins  had  said  something.  But  I  can't  ever 
remember  a  situation  where  Lunding  said,  "Now,  look,  Perkins  talked  to  me 
about  this  and  don't  you  think  you  ought  to  do  something?"  I  can't  ever 
remember  a  situation  like  that. 

If  Perkins  had  run  around  me  all  the  time,  he  wouldn't  have  been  the  man  I 
thought  he  was. 

What  was  your  relationship  like  when  he  was  executive  vice  president  and  you 
were  president? 

It  was  a  much  closer  relationship  then  because  he  and  I  were  running  the 
company.  He  could  take  the  ball,  or  I  could  take  the  ball.  I  wouldn't  worry 
about  who  had  the  ball  or  who  was  doing  what.  I'd  support  what  he  did.  He'd 
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support  what  I  did.  When  there  were  disagreements,  if  I  felt  strongly  about  it, 
we  did  it,  and  if  he  felt  strongly  about  it,  I  let  him  do  it.  Well .  .  .  sometimes  I'd 
let  him  think  about  it  for  a  while.  You  know,  if  your  relationship  is  right  as  it 
was  with  us,  you  can  work  that  out.  It's  not  a  problem. 

Do  you  feel  Perkins  is  a  leader  in  the  same  way  Franklin  Lunding  was? 

Not  the  same.  No.  And  of  course,  he  isn't  quite  as  stubborn  as  Lunding.  But  I 
think  Perkins  is  both  a  leader  and  a  manager. 

How  did  you  feel  when  you  saw  him  come  along  and  you  said  to  yourself,  "OK, 
there's  my  successor?"  You're  talking  as  if  you  had  great  delight  in  bringing  this 
person  along. 

I  did.  It  was  a  joy  to  me  to  work  with  someone  like  that.  I  could  use  his 
brains,  his  ability,  strengths,  and  youthfulness.  Our  relationship  was  a  great 
pleasure  for  me;  our  personalities  matched  so  well. 

You  never  felt  threatened  by  his  success? 

John  Hancock  told  me  something  once  I'll  never  forget.  He  said,  "There's 
always  enough  credit  to  go  around."  Perkins's  success  meant  that  I  was  doing 
my  job. 

Sometimes  with  close  mentor  relationships  there  comes  a  point  where  there's  a 
split,  where  a  younger  person  has  made  it  and  needs  the  older  person  to  let  go. 
Did  you  feel  that  way  about  Lunding? 

No.  I  was  too  indebted  to  Lunding  to  take  that  attitude.  With  Perkins  I  was 
very  anxious  to  get  off  his  back  if  that  was  necessary.  It's  hard  to  lose  the  daily 
involvement,  but  when  you  realize  that  someone  else  can  do  it  better,  it's  time  to 
go- 

What  were  the  things  you  were  most  concerned  to  pass  on  to  Perkins? 

Social  consciousness,  first  assistant  philosophy,  willingness  to  dare  to  do 
things.  These  were  strengths  we  had  in  this  business.  Oh  gosh,  the  years  I  spent 
with  Perkins,  you  know,  starting  out  together  when  he  was  executive  vice 
president  ending  with  him  as  chairman  of  the  board,  those  were  some  of  the  best 
times  of  my  life. 


Donald  S.  Perkins 

We'd  like  to  discuss  whether  your  relationships  with  Mr.  Clements  and  Mr. 
Lunding  helped  you  develop  leadership  qualities  and  what  you  feel  each 
contributed. 

I  came  to  work  for  Jewel  because  Frank  Lunding  heard  about  me  from  my 
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mother-in-law  and  invited  me  to  come  in  for  an  interview.  I  was  very  impressed 
with  the  fact  that  the  chairman  would  spend  time  with  me;  you  won't  be 
surprised  that  I  try  to  do  that  today  with  prospective  MBAs. 

Frank  found  out  that  I  drank  tea  instead  of  coffee,  and  when  I  got  back  to 
Wright  Patterson  Air  Force  Base  in  Ohio  where  I  was  stationed,  a  package  of 
Jewel  tea  and  one  of  these  old-fashioned  teapots  that  Jewel  had  been  giving 
away  in  the  Routes  business  for  years  arrived  in  the  mail  with  a  note  saying, 
"Thought  you  ought  to  have  some  good  tea,"  or  something  like  that.  It's  pretty 
hard  not  to  be  impressed  with  someone  that  thoughtful. 

What  about  George  Clements? 

I  did  not  meet  George  Clements  until  I  came  back  from  my  Routes  training, 
and  he  debriefed  me  to  find  out  what  I'd  learned.  At  that  time  I  began  to  realize 
that  the  real  challenge  for  someone  like  me  at  Jewel  was  to  prove  myself  to 
George  Clements.  By  the  nature  of  what  Frank  thought  the  business  needed,  I 
felt  I  was  more  or  less  acceptable  early,  but  in  terms  of  what  George  felt  might 
be  needed,  I  had  to  do  a  lot  of  proving.  I  said  to  myself  early  in  the  game  that  I 
would  succeed  at  Jewel  when  I  got  George  Clements's  acceptance  and  support. 

What  was  it  about  Clements  that  you  recognized  was  different? 

I  can  be  more  comfortable  about  saying  this  now,  because  at  a  recent 
retirement  dinner  for  Frank  Lunding,  the  subject  of  Abraham  Zaleznik's 
article,  "Leaders  and  Managers:  Are  They  Different?"  came  up.2  Frank  and 
George  agreed  that  Frank  was  the  leader  and  George  was  the  manager.  If  that 
discussion  had  not  been  held,  I  couldn't  be  this  candid.  George  is  a  tough- 
minded  excellent  manager  and,  as  such,  believes  you  aren't  worth  anything  just 
because  you  have  a  good  education,  did  well  in  school,  or  for  any  other  reason, 
except  that  you  get  things  done  through  people  and  do  them  well  and  honorably 
and  are  successful. 

Were  you  aware  at  the  beginning  that  you  were,  in  a  sense,  chosen? 

I  never  felt  as  though  I  was  chosen  within  Jewel.  I  grew  up  in  St.  Louis,  was 
raised  by  a  working  mother,  and  knew  that  the  way  out  of  a  less-than-affluent 
neighborhood  was  through  education.  After  a  couple  of  academic  exeriences  that 
were  reasonably  successful,  I  did  have  some  confidence  in  myself  as  you  would, 
I  think,  expect  me  to  have.  So  if  you  ask  me  what  was  most  important  in  terms 
of  my  attitude  in  my  first  few  years  at  Jewel — my  self-confidence  was 
significantly  more  important  than  any  thought  that  I  had  a  special  relationship 
with  anybody  in  the  business,  because  I  didn't. 

When  would  you  say  you  were  first  aware  of  Clements  taking  an  interest  in  you? 

2.  Abraham  Zaleznik,  "Leaders  and  Managers:  Are  They  Different?"  HBR  May-June  1977,  p. 
67. 
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For  the  first  five  or  six  years  at  Jewel,  I  was  always  aware  that  George  was 
very  helpful  in  a  management  sense — always  asking  about  the  problems  in  the 
business,  and  how  we  might  solve  them.  When  I'd  been  in  the  business  six  years 
or  so,  I  had  a  major  change  from  being  the  merchandise  manager  of  the  Routes 
to  being  the  assistant  to  the  operating  head  of  the  Food  Stores.  That's  when  I 
realized  that  George  was  taking  more  than  a  general  interest  in  me. 

When  you  came  to  Jewel,  were  you  aware  of  wanting  a  mentor  or  of  needing 
something,  or  that  there  was  something  lacking? 

Absolutely.  I  knew  I  needed  to  be  developed.  In  typical  business  school 
fashion,  I  wanted  to  join  a  company  that  met  certain  criteria.  First,  it  had  to  be 
in  the  consumer  goods  business,  because  that's  what  I  consider  to  be  fun. 
Second,  it  had  to  be  a  well-managed  business  because  I  didn't  think  that  I'd 
learned  how  to  actually  manage  anything  at  the  Harvard  Business  School. 
Third,  it  had  to  be  a  company  that  was  financially  strong.  Jewel  met  all  of  those 
very  well. 

I  didn't  use  the  word  mentor,  but  since  one  of  my  important  yardsticks  was  to 
work  for  a  well-managed  business,  I  knew  I  needed  to  learn. 

Did  Clements  and  Lunding  spend  time  with  you  in  your  early  years? 

My  relationship  with  Frank  Lunding  and  George  Clements  wasn't  so  close 
then  that  I  could  really  discuss  how  the  business  was  working  or  why  they 
didn't  do  things  the  way  I  would.  But  I  could  discuss  things  with  Don  Booz, 
who's  now  running  his  own  consulting  firm.  He  was  the  personnel  manager  at 
the  time  I  was  hired.  I  had  known  him  at  the  Business  School  and  then,  of 
course,  knew  him  while  he  was  at  Jewel. 

Don  Booz  was  a  great  help  in  the  early  years.  We  lived  near  each  other  and 
commuted  together.  I  seldom  saw  him  in  the  personnel  department,  but  we  had 
a  lot  of  conversations  driving  in  an  automobile.  Young  people  in  our  business 
sometimes  blush  when  I  say  to  them,  "Well,  have  you  reorganized  the  business 
recently?"  but  I  am  just  remembering  those  conversations  we  had  driving  to  and 
from  work. 

But  once  I  began  to  have  enough  success  in  the  business  to  make  it  reasonable 
for  me  to  have  more  contact  with  them,  the  mentor  relationships  with  Clements 
and  Lunding  became  very  real. 

One  of  the  things  that  often  characterizes  successful  mentor  relationships  is  a 
strong  emotional  interchange  between  the  younger  and  older  person,  where  the 
younger  person  feels  encouraged  to  challenge  directly  the  older  person's  ideas, 
and  the  older  person  has  enough  confidence  in  himself  to  take  it.  Did  that 
characterize  your  relationship  with  Clements  later  on? 

Very   much   so   with   George.    I  think   the   best   way   to  characterize   the 
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relationship  that  developed  was  that  though  in  many  ways  we  had  different 
backgrounds,  George  and  I  admired  each  other  so  much  and  came  at  problems 
from  different  angles  so  that  when  we  agreed  on  something,  we  stopped 
worrying  about  it  and  went  ahead  and  did  it. 

But  if  you  thought  he  was  wrong,  did  you  feel  even  though  you  were  considerably 
younger — 19  years  difference — you  could  say,  "I  don't  think  you're  right"? 

Yes,  we  had  a  relationship  like  that.  It  didn't  start  the  first  time  I  came  in  to 
tell  him  about  my  experience  on  the  Routes,  I'll  assure  you  of  that.  Exactly 
when  it  started,  I'm  not  sure.  Who  knows  where  close  human  relationships 
start?  I  don't. 

It  was  all  a  very  businesslike  relationship  at  first,  but  from  the  time  I  moved 
to  the  office  next  to  him  and  he  asked  me  to  be  responsible  for  growth  planning 
and  development,  he  had  time  to  talk  about  anything  that  I  thought  was 
important.  But  I  never  had  to  say,  "I  think  you're  wrong."  Anything  that  I 
thought  was  worth  talking  about,  he  thought  was  worth  listening  to.  Needless  to 
say,  anything  that  he  thought  was  worth  talking  about,  I  thought  was  worth 
listening  to. 

We  had  respect  for  each  other's  contributions.  He  knew  the  business  needed 
to  be  changed,  and  I  think  that  the  role  I  played  for  him  was  as  a  suggester  of 
possible  changes.  He  could  tap  whatever  creativity  I  had  and  bounce  it  off  of  his 
experience;  that  made  a  pretty  good  working  relationship. 

Did  he  ever  have  to  override  your  decisions  or  pull  rank  on  you? 

No,  we  never  had  a  conversation  that  ever  came  close  to  his  saying,  "I'm  the 
chairman." 

You  may  not  know  this,  but  Clements  said  he  knew  you  were  his  successor  from 
the  beginning. 

I  didn't  know  that.  He  has  a  very  kind  memory.  In  a  way  I'm  sure  George 
saw  me  as  one  potential  successor.  George  was  enough  of  a  manager  and 
enough  of  an  outstanding  developer  of  people  that  I  believe  he  must  have  known 
that  had  he  made  that  very  obvious  to  me,  whenever  it  was,  it  would  have  done 
me  and  our  relationship  more  harm  than  good.  So  there  were  times  early  in  my 
career  when  I  wasn't  sure  that  anybody  was  looking  at  me  or  was  particularly 
interested  in  me. 

Did  your  early  experiences  at  Jewel  affect  you  personally? 

The  greatest  change,  I  think,  came  from  learning  how  to  relate  to  people, 
how  to  make  sure  that  everyone  knows  that  you  want  to  get  something  done, 
without  applying  pressure  or  demanding  something  be  done.  When  I  was  the 
number  two  person  in  the  advertising  department  in  the  Routes,  I  was  picked  to 
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be  the  successor  to  the  general  merchandise  manager.  I'd  never  been  a  buyer 
and  all  the  key  people  in  that  department  were  buyers. 

So  I  sat  down  with  each  person  and  said,  "You  know,  I  don't  know  anything 
about  the  buying  business,  so  why  don't  you  tell  me  what  you'd  do  if  you  had 
my  job?"  They  suggested  more  things  than  I  had  time  to  do.  I  suppose  that's  an 
illustration  of  being  a  first  assistant,  particularly  when  you  aren't  sure  about 
what  you're  supposed  to  do. 

What  do  you  think  was  the  most  important  thing  you  learned  from  the  Routes? 

First  I  learned  the  business.  When  I  was  running  a  Route,  it  was  a  lonesome 
job.  I  remember  one  night  at  6  o'clock  it  was  raining,  I  had  a  number  of  back 
calls  to  make  to  customers  who  hadn't  been  home  earlier.  I  looked  up  in  the 
truck  mirror  and  said,  "What  am  I  doing  here?" 

But  when  I  came  back  and  talked  to  the  people  in  the  office  who  were 
responsible  for  making  decisions  for  the  Routes  business,  I  realized  that  even 
with  that  brief  experience,  I  had  an  up-to-date  knowledge  about  what  was 
really  going  on  in  the  field.  That  didn't  hurt  my  confidence  about  suggesting 
what  might  be  done  differently. 

Were  you  aware  that  when  Clements  sent  you  back  to  the  Routes  after  you  were 
in  the  Food  Stores  that  he  was  presenting  you  with  a  challenge  so  that  you  would 
be  accepted  by  the  rest  of  the  company? 

No,  I  didn't  think  of  it  that  way  ...  I  thought  he  was  giving  me  a  job  I  didn't 
want.  I  was  having  fun  working  on  the  future  of  the  business,  and  he  was 
sending  me  to  its  past.  But  he  did  that  because  that's  George  Clements  the 
manager.  As  much  as  he  was  a  supporter,  he  was  still  going  to  find  out  at  each 
level  what  I  could  do.  That  was  1961.  I'd  been  with  Jewel  for  eight  years. 

The  first  six  years,  other  than  a  brief  training  relationship  with  the  Food 
Stores,  were  spent  in  the  Routes  business,  I'd  just  got  away  for  a  year  or  a  year 
and  a  half,  had  great  fun  doing  what  I  was  doing  .  .  .  and  he  wanted  me  to  go 
back.  I  tried  my  best  to  talk  him  out  of  it. 

You've  said  your  early  experiences  at  Jewel  influenced  your  ways  of  relating  to 
people.  Mentors  often  help  people  develop  other  leadership  qualities  as  well, 
such  as  their  philosophic  attitudes  and  their  ability  to  take  risks.  Would  you  say 
this  was  true  for  you? 

I  had  had  enough  of  a  struggle  before  coming  to  Jewel  that  I  wasn't  sure  that 
the  world  was  full  of  people  who  were  out  to  help  me.  Phyllis,  my  wife,  began 
to  change  my  thinking  when  I  first  met  her.  Then  I  had  a  chance  to  observe 
Frank  Lunding  and  George  Clements,  and  to  realize  that  success  at  Jewel  was 
based  on  human  concern. 
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At  Jewel,  I  saw  it  not  only  acceptable  but  necessary  to  be  yourself,  to  be 
honest  and  straightforward,  ideals  that  are  fundamental  to  the  idea  of  sharing. 
To  observe  such  a  pattern,  and  then  to  feel  comfortable  in  being  able  to  develop 
your  own  business  style  against  that  framework — that  was  really  important. 

Have  these  concepts  had  a  real  influence  in  the  company? 

Yes.  The  changes  Jewel  had  gone  through  in  the  1960s  were  significant. 
That  was  when  I  asked  George,  Frank,  and  a  wonderful  man  named  Robert 
UpdegrafT,  a  Jewel  director  for  25  years,  to  agree  to  come  to  try  to  put  on  paper 
the  concepts  and  influences  that  have  been  important  to  our  business. 

Instead  of  rewriting  Frank's  book  Sharing  a  Business,  we  wrote  The  Jewel 
Concepts.  I'm  delighted  to  find  that  these  concepts  of  the  book  are  referred  to 
throughout  the  business  by,  in  many  cases,  relatively  new  people  and  often  in 
speeches  made  by  the  officers  of  our  operating  companies.  It's  a  way  of  thinking 
that  is  comfortable  and  appropriate  for  Jewel.  Even  a  summer  MBA  finds  out 
what  a  first  assistant  is. 

In  your  daily  working  with  Clements,  were  you  aware  of  his  taking  risks  with 
you,  of  him  letting  you  go  ahead  down  a  path? 

Absolutely.  When  I  was  in  the  Routes  department,  most  of  the  action  was  in 
the  Stores.  We  had  a  Routes  catalog,  very  much  like  the  one  that  we  still  have 
today,  and  I  persuaded  George  to  let  us  put  some  catalog  desks  in  stores  to  sell 
merchandise.  I  remember  that  we  lost  $50,000  on  the  venture,  but  I  suppose 
that  isn't  as  expensive  as  a  training  cost.  But,  yes,  George  let  me  spend  the 
$50,000  on  an  idea,  and  never  said,  "I  told  you  so."  He  said,  "OK,  what  do  we 
do  next?" 

Did  you  find  that  the  relationship  you  had  with  Clements  and  Lunding  affected 
strategy  decisions  you  might  make? 

I  can't  imagine  a  major  decision  could  be  made  at  Jewel  that  wouldn't 
consider  the  people  involved.  Formalizing  the  concept  of  autonomous  companies 
in  1966  was  a  good  example.  Decentralization  was  natural  to  the  Routes 
business  even  though  the  Food  Stores  were  highly  centralized. 

In  this  matter  of  autonomy  I  give  George  Clements  great  credit.  I  remember  a 
conversation  that  we  had  when  we  were  talking  about  how  to  organize  the 
business  as  we  were  acquiring  Star  Markets  and  Osco  Drugs.  He  remembered 
that  when  he  was  operating  the  Food  Stores  in  Chicago,  an  attractive  location 
would  become  available  and  he  could  analyze  it  and  approve  it  while  another 
company  was  waiting  to  hear  from  corporate  headquarters.  He  understood  the 
value  of  being  independent  and  being  on  the  spot  when  he  was  in  the  leadership 
position  at  Jewel,  and  he  didn't  want  to  lose  that  as  the  business  got  more 
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complicated.    That   thinking   dictated   our   approach   to   the   development   of 
autonomous  operating  companies. 

We  understand  that  at  Jewel  each  MBA  trainee  is  assigned  an  officer  as  a 
sponsor  to  act  as  a  mentor.  Is  that  true? 

Yes,  just  as  Don  Booz  was  a  sponsor  for  me.  I  remember  writing  him  letters 
about  the  rigors  of  operating  Routes,  and  I  would  receive  both  sympathetic  and 
unsympathetic  replies,  but  at  least  feel  good  about  the  communication. 

How  did  this  program  start? 

Our  MBA  recruiting  program  started  in  answer  to  a  request  from  George  in 
the  late  1950s  or  early  1960s  to  add  some  more  talented  people  to  our  business. 
And  I  said,  "Develop  a  recruiting  program  that  offers  them  what  you  offered 
me,"  which  meant  a  chance  to  find  out  what  happens  in  our  business  for  a 
period  of  time  before  settling  down  in  a  more  typical  regular  job.  Then  we 
merchandized  that  idea  and  the  idea  of  a  sponsorship  so  that  the  trainee  would 
have  someone  to  relate  to  during  the  training  period. 

How  jar  do  you  expect  the  sponsors  to  be  responsible  for  these  people? 

If  the  individual  trainee  does  a  poor  job,  and  if  no  one  else  will  tell  him  or  her 
about  it,  the  sponsor  should  do  it.  If  the  trainee  is  doing  a  good  job,  I  would 
expect  the  sponsor  to  tell  him  or  her  that.  I  would  expect  the  sponsor  to  know 
enough  about  that  trainee  to  have  discussions  during  the  training  period,  to  be 
very  influential  in  deciding  where  and  what  kind  of  more  permanent  job  that 
trainee  takes.  A  sponsor  should  know  more  about  his  or  her  trainee  than  anyone 
else  in  Jewel. 

And  he  or  she  actually  helps  the  trainee  plan  his  career  and  talks  to  other  people 
about  him? 

Exactly,  but  then  we  cut  the  apron  strings,  because  the  individual  typically 
goes  to  work  for  somebody  else.  However,  the  friendships  that  have  developed 
during  that  sponsorship  period  probably  never  end.  You  can  cut  the  apron 
strings,  but  you  don't  cut  the  friendship.  One  of  the  wonderful  things  that 
happens  to  a  trainee  as  he  or  she  touches  base  with  all  parts  of  Jewel,  is  getting 
to  know  people  throughout  the  company.  Walter  Elisha,  president  of  the  Jewel 
Food  Stores,  who  went  through  this  kind  of  training  program,  is  delighted  to 
have  as  his  top  operating  officer  a  man  who  was  the  manager  of  a  store  in  which 
he  trained. 

So  the  sponsor  is  usually  somebody  who  does  not  become  the  person's  direct  boss? 

Only  rarely  would  it  turn  out  that  he  would  be.  It's  not  ruled  out,  but  it  isn't 

likely  to  happen.  Also  I  don't  think  it's  fair  to  overemphasize  the  sponsor 
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relationship  to  MBA  recruiting.  We  try  to  give  every  person  that  comes  into  this 
business — MBA  or  high  school  student — sponsorship.  Sometimes  we  do  this 
well  and  sometimes  we  do  it  poorly.  But  we  do  try  to  encourage  all  of  our  people 
to  empathize  with  the  new  employee's  concerns. 

Is  this  part  of  the  first  assistant  philosophy? 

It's  consistent  with  it.  Let's  put  it  another  way.  There  are  a  lot  of  people  at 
Jewel  who  understand  systems  and  know  how  to  operate  a  group  of  stores.  The 
people  that  Wes  Christopherson  and  I  look  for  to  become  key  management 
people  in  the  business  have  these  abilities,  but  they  also  are  able  to  recruit, 
develop,  and  motivate  outstanding  people. 

Do  you  expect  the  vice  presidents  who  act  as  sponsors  to  get  emotionally  involved 
with  these  people  if  they  have  to?  To  get  to  know  them  well .  .  .  to  become  to 
them  what  Clements  was  to  you? 

If  you  are  asking  me  if  you  can  work  with  people  without  love,  the  answer  is 
no.  On  the  other  hand,  if  you  are  asking  if  it  is  possible  to  help  people  grow  by 
expressing  love  only  in  terms  of  permissiveness,  by  never  hurting  them  and 
never  being  candid  with  them,  the  answer  is  also  no.  So  sponsorship  is 
somewhat  like  parenthood. 

I  think  George  and  I  had  a  relationship  that  we  would  have  been  proud  to 
have  had  we  been  father  and  son,  but  one  we  could  not  likely  have  had  if  we  had 
been  father  and  son.  So  many  of  the  good  elements  were  there  without  other 
complicating  problems  such  as  the  son  having  to  prove  his  independence  of  the 
father. 

Over  the  years  have  you  noticed  a  qualitative  difference  between  managers  who 
were  brought  up  with  the  sponsor  approach  and  those  who  were  not? 

I  don't  know  that  anyone  has  ever  succeeded  in  any  business  without  having 
some  unselfish  sponsorship  or  mentorship,  whatever  it  might  have  been  called. 
Everyone  who  succeeds  has  had  a  mentor  or  mentors.  We've  all  been  helped. 
For  some  the  help  comes  with  more  warmth  than  for  others,  and  with  some  it's 
done  with  more  forethought,  but  most  people  who  succeed  in  a  business  will 
remember  fondly  individuals  who  helped  them  in  their  early  days. 

Do  you  see  a  real  difference  at  Jewel,  for  instance? 

No,  but  I  see  great  difference  in  the  ability  of  people  to  be  sponsors. 

When  you  became  CEO  in  1970,  five  of  your  division  presidents  were  under  45, 
so  that  those  five  today  would  still  be  under  55.  How  do  you  make  room  for 
motivated,  trained  MB  As? 

Room  is  made  in  two  ways.  One  is  through  the  attrition  of  those  who  are  not 
the  most  outstanding. 
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But  secondly,  and  probably  more  important  numerically,  our  retirement 
program  supports  and  perhaps  even  encourages  early  retirement.  This  retire- 
ment program  is  not  only  important  to  the  retiree  but  is  important  in  terms  of 
opening  up  new  opportunities.  We  have  170  or  so  operating  company  officers.  I 
believe  that  right  now  only  2  of  those  are  over  60. 

Are  the  top  men  and  women  able  to  accept  this  rush  of  young,  talented  people? 
Doesn't  that  create  tension  for  some  of  them? 

Beginning  with  Frank  Lunding's  presidency  at  the  age  of  36  and  his 
successful  stewardship  of  the  business  at  that  time,  there's  been  a  degree  of  pride 
and  expectation  in  the  business  that  Jewel  would  have  youthful  leaders. 

When  Wes  Christopherson  became  assistant  sales  manager  in  the  Routes,  Ed 
Johnson,  an  absolutely  marvelous  person  now  retired,  and  I  agreed  that  in 
working  with  Christopherson,  Johnson  was  probably  developing  his  boss. 

This  training  probably  wouldn't  exist  in  organizations  that  you  acquire  such  as 
Turnstyle  or  Star  Markets.  How  do  you  change  the  thinking  of  people  who  are 
already  there? 

With  tender,  loving  care,  and  over  time.  When  we've  acquired  businesses, 
we've  always  thought  that  we  were  acquiring  good  management.  If  we  were  to 
help  those  managers  continue  to  be  successful,  they  would  need  to  continue  to  do 
things  in  their  own  way.  That's  part  of  the  idea  of  decentralization;  it's  also  part 
of  being  the  first  assistant  to  the  group  of  managers  that  we  may  have  or 
acquire.  We  don't  demand  that  they  do  many  things  in  one  certain  fashion. 
Some  things  they  adopt  and  adapt,  and  some  they  don't  like. 

One  of  the  other  risks  often  associated  with  mentor  relationships  is  that  the 
younger  person  at  some  point  might  become  overly  dependent  on  the  older 
person.  Did  you  feel  at  any  time  that  if  you  didn't  have  these  strong  people 
around,  you  might  not  be  able  to  make  it? 

Was  I  as  cocky  and  confident  when  I  became  president  as  when  I  was  a 
trainee?  Absolutely  not.  But  I  don't  think  that  this  was  a  matter  of  being 
dependent.  Rather  I  had  matured  enough  to  understand  realistically  what  the 
problems  might  be,  that  there  was  no  easy  answer  to  many  of  the  questions  of 
the  business,  and  that  many  goals  can't  be  reached  in  a  year.  If  I'd  understood 
what  the  problems  turned  out  to  be,  I'd  have  been  even  less  confident. 

Clearly,  Clements  and  Lunding  were  confident  you  could  do  it. 

Frank  Lunding  gave  up  the  job  of  chairman  at,  I  believe,  the  age  of  58, 
because  he  and  George  had  decided  I  was  ready  to  be  president.  And  George 
Clements  made  basically  the  same  decision  at  the  age  of  61  because  he  decided 
Wes  Christopherson  was  ready  to  be  president. 


226  Developing  People's  Talents 

These  decisions  were  based  on  when  people  were  ready,  rather  than  on 
chronology.  For  that  reason  I  said  in  1970  that  the  right  tenure  for  the  CEO  of 
Jewel  should  be  10  years.  And  my  10  years  will  be  up  in  1980.  If  we  want  to 
have  a  vibrant  questioning  management  that's  looking  out  for  changing  custom- 
ers' wants  today,  we  should  operate  in  a  way  that  ensures  top  management 
change  from  time  to  time. 

Do  you  feel  now  that  being  a  mentor  is  part  of  your  responsibility? 

Yes,  I'm  proud  to  be  a  sponsor.  Yes,  I'm  proud  when  I  find  myself  able  to  be 
a  good  first  assistant.  Wes  Christopherson  and  I  try  to  know  the  young  talent  in 
Jewel.  But  the  organization  is  not  going  to  let  someone  succeed  just  because 
either  of  us  takes  an  interest  in  that  person.  We  must  have  thousands  of 
sponsors.  Every  manager  must  be  a  sponsor. 

Some  people  think  that  the  main  values  to  mentor  relationships  occur  after 
they've  ended.  Have  you  been  aware  since  your  day-to-day  contact  with 
Clements  and  Lunding  has  broken  that  there  is  something  that  reveals  itself  that 
you  weren't  aware  of  before? 

I've  developed  a  frame  of  reference  over  the  years  that  I  use  as  I  consider  the 
problems  of  the  business — I  mentally  ask  myself  in  dealing  with  a  tough 
problem  how  I  might  explain  our  action  to  Frank,  or  George,  or  Phyllis  or  my 
children — Betsy,  Jerry,  and  Susan — in  such  a  way  that  they'd  say,  "Yes,  that 
makes  sense.  You're  not  just  being  a  hard-driving,  thoughtless  businessman 
who's  forgotten  the  human  lessons  that  were  there  in  Jewel  to  be  learned." 


Lu.  The  Abrasive  Personality 

Harry  Levinson 


Not  everyone  who  rises  quickly  in  a  company  and  has  good  analytical  skills  and  a  lot  of 
energy  is  abrasive,  nor  are  all  abrasive  people  in  high  management  levels,  but  when  the 
two  do  coincide,  top  management  has  a  real  problem.  The  problem  is  simply  how  to  keep 
the  extraordinarily  talented  person  in  a  position  where  he  or  she  can  be  most  effective, 
and  at  the  same  time  not  sacrifice  the  feelings  and  aspirations  of  the  people  who  work 
with  and  for  this  person.  According  to  this  author,  managers  can  cope  with  this  dilemma 
by  helping  their  abrasive  subordinates  to  understand  the  negative  consequences  of  their 
personalities.  This  method  takes  time  and  patience,  but  it  is  most  likely  the  only  way 
managers  can  save  such  people  for  the  organization. 


The  corporate  president  stared  out  the  window  of  his  skyscraper  office.  His 
forehead  was  furrowed  in  anger  and  puzzlement.  His  fingers  drummed  the  arm 
of  his  chair  with  a  speed  that  signified  intense  frustration.  The  other  executives 
in  the  room  waited  expectantly.  Each  had  said  his  piece.  Each  had  come  to  his 
and  her  own  conclusion  about  the  problem. 

Darrel  Sandstrom,  vice  president  of  one  of  the  corporation's  major  divisions, 
was  the  problem.  Sandstrom  was  one  of  those  rare  young  men  who  had  rocketed 
to  the  division  vice  presidency  at  an  age  when  most  of  his  peers  were  still  in 
lower-middle  management.  "He  is  sharp,"  his  peers  said,  "but  watch  out  for  his 
afterburn.  You'll  get  singed  as  he  goes  by."  And  that,  in  a  phrase,  was  the 
problem. 

There  was  no  question  that  Sandstrom  was  well  on  his  way  to  the  top.  Others 
were  already  vying  for  a  handhold  on  his  coattails.  He  had  a  reputation  for 
being  a  self-starter.  Give  him  a  tough  problem,  like  a  failing  division,  and  he 
would  turn  it  around  almost  before  anyone  knew  what  had  happened.  He  was 
an  executive  who  could  quickly  take  charge,  unerringly  get  to  the  heart  of  a 
problem,  lay  out  the  steps  for  overcoming  it,  bulldoze  his  way  through  corporate 
red  tape,  and  reorganize  to  get  the  job  done.  All  that  was  well  and  good. 
Unfortunately,  that  was  not  all  there  was  to  it. 
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In  staff  discussions  and  meetings  with  his  peers  Sandstrom  would  ask  pointed 
questions  and  make  incisive  comments.  However,  he  would  also  brush  his  peers' 
superfluous  words  aside  with  little  tact,  making  them  fearful  to  offer  their 
thoughts  in  his  presence.  Often  he  would  get  his  way  in  meetings  because  of  the 
persuasiveness  of  his  arguments  and  his  commanding  presentations,  but  just  as 
often  those  who  were  responsible  for  following  up  the  conclusions  of  a  meeting 
would  not  do  so. 

In  meetings  with  his  superiors,  his  questions  were  appropriate,  his  conclu- 
sions correct,  and  his  insights  important  assets  in  examining  problems.  But  he 
would  antagonize  his  superiors  by  showing  little  patience  with  points  and 
questions  that  to  him  seemed  irrelevant  or  elementary.  Unwilling  to  compro- 
mise, Sandstrom  was  an  intellectual  bully  with  little  regard  for  those  of  his 
colleagues  who  could  not  keep  up  with  him. 

There  were  complaints  from  subordinates  too.  Some  resented  his  controlling 
manner.  Fearing  his  wrath,  they  spoke  up  at  meetings  only  when  they  knew  it 
to  be  safe.  They  knew  he  would  not  accept  mediocrity  and  so  they  strived  to 
attain  the  perfection  he  demanded  of  them.  When  he  said  they  had  done  a  good 
job,  they  knew  they  had  earned  his  compliments,  though  many  felt  he  did  not 
really  mean  what  he  said. 

His  meetings  were  not  noted  for  their  liveliness;  in  fact  he  did  not  have  much 
of  a  sense  of  humor.  On  the  golf  course  and  tennis  courts  he  was  equally 
humorless  and  competitive.  Playing  as  intensely  as  he  worked,  he  did  not  know 
what  a  game  was. 

And  now  here  he  was.  The  division  presidency  was  open  and  the  corporate 
president  was  in  a  dilemma.  To  promote  Sandstrom  was  to  perpetuate  in  a 
more  responsible  position  what  seemed  to  many  a  combination  of  Moshe 
Dayan,  General  George  Patton,  and  Admiral  Hyman  Rickover.  Sandstrom 
would  produce;  no  question  about  that.  But  at  what  cost?  Could  the  corporation 
afford  it?  If  Sandstrom  did  not  get  the  job,  the  likelihood  was  that  he  would 
quit.  The  company  could  ill  afford  that  either,  for  his  division's  bottom  line  was 
a  significant  portion  of  its  bottom  line. 

Around  the  table  the  opinion  was  divided.  "Fire  him  now,"  some  said;  "you'll 
have  to  do  it  sooner  or  later."  "Be  gentle  with  him,"  others  said;  "if  you  hurt 
him,  he'll  lose  his  momentum."  "He'll  mature  with  age,"  said  others.  Still 
others  commented,  "When  he  gets  to  be  president,  he'll  relax."  And  there  were 
those  who  said,  "What  difference  does  it  make?  He's  bringing  in  the  bucks." 
The  corporate  president  faced  the  dilemma;  Sandstrom  could  not  be  promoted 
but  neither  could  he  be  spared.  None  of  the  options  presented  gave  him  a  way 
out;  none  of  them  could. 

Darrel  Sandstrom  epitomizes  people  who  puzzle,  dismay,  frustrate,  and 
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enrage  others  in  organizations — those  who  have  an  abrasive  personality.  Men 
and  women  of  high,  sometimes  brilliant,  achievement  who  stubbornly  insist  on 
having  their  own  way,  and  are  contemptuous  of  others,  are  the  bane  of  bosses, 
subordinates,  peers,  and  colleagues. 

In  the  long  run,  they  are  a  bane  to  themselves  as  well;  when  they  fail,  their 
failure  is  usually  due  to  their  abrasive  personalities.  Because  of  their  value  to 
their  organizations,  however,  their  superiors  frequently  go  to  great  lengths  to 
help  them  fit  in  the  organization.  In  fact,  top  executives  probably  refer  more 
managers  with  abrasive  personalities  to  psychologists  and  psychiatrists,  and 
human  relations  training  programs  in  order  to  rescue  them,  than  any  other 
single  classification  of  executives. 

In  this  article  I  describe  the  abrasive  personality,  trace  its  origins,  and  suggest 
what  managers  might  do  to  both  help  and  cope  with  such  people. 


A  Profile 

Like  the  proverbial  porcupine,  an  abrasive  person  seems  to  have  a  natural 
knack  for  jabbing  others  in  an  irritating  and  sometimes  painful  way.  But  that 
knack  masks  a  desperation  worse  than  that  of  those  who  receive  the  jabs — 
namely,  a  need  to  be  perfect.  (For  a  closer  look  at  how  a  need  to  be  perfect 
drives  a  person  to  the  point  where  he  alienates  and  causes  significant  stress  to 
most  people  around  him,  see  "The  Need  to  Be  Perfect"  on  page  238.)  The 
person  who  becomes  a  Darrel  Sandstrom,  however,  is  not  just  someone  who 
needs  perfection.  He  has  other  characteristics  which,  combined  with  that  need, 
create  the  behavior  others  find  so  offensive. 

Such  a  person  is  most  usually  extremely  intelligent.  With  a  passion  for 
perfection,  accuracy,  and  completeness,  he  pushes  himself  very  hard,  and  can  be 
counted  on  to  do  a  job  well,  often  spectacularly.  He  tends  to  want  to  do  the  job 
himself,  however,  finding  it  difficult  to  lean  on  others  who  he  feels  will  not  do  it 
to  his  standards,  on  time,  or  with  the  required  finesse.  He  has,  therefore,  great 
difficulty  delegating  even  $25  decisions.  Such  complete  thoroughness,  however, 
no  matter  how  good  for  the  company  as  a  whole,  tends  to  leave  others 
figuratively  breathless,  making  them  feel  that  they  cannot  compete  in  the  same 
league. 

He  is  often  keenly  analytical,  capable  of  cutting  through  to  the  nub  of  a 
problem,  but  with  his  need  for  constant  achievement,  he  is  impatient  with  those 
who  cannot  think  as  quickly  or  speak  as  forthrightly  as  he  can.  Thus  his 
capacity  for  analysis  tends  not  to  be  matched  by  equal  skill  as  a  leader  to 
implement  the  answers  he  has  deduced. 
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On  a  one-to-one  basis  he  is  often  genial  and  helpful  to  people  he  is  not 
supervising.  But  despite  what  he  says,  he  is  usually  not  a  good  developer  of 
people  for,  frequently,  they  feel  too  inadequate  when  they  have  to  compare 
themselves  with  him.  Also,  the  abrasive  person's  intense  rivalry  with  others 
often  leads  him  to  undercut  them,  even  though  he  himself  may  not  be  aware  of 
doing  so. 

When  his  competitive  instincts  overwhelm  his  judgment,  an  abrasive  person 
will  sometimes  crudely  raise  issues  others  are  reluctant  to  speak  about,  leaving 
himself  a  scapegoat  for  his  own  forthrightness.  In  groups  he  tends  to  dominate 
others,  treating  all  differences  as  challenges  to  be  debated  and  vanquished.  At 
the  same  time  that  he  is  domineering  to  his  subordinates,  he  is  fawning  to  his 
superiors.  If  he  feels  himself  to  be  exceptionally  competent,  however,  he  may  try 
to  dominate  his  superiors  also. 

Though  often  in  imaginative  pursuit  of  bigger  and  broader  achievements  for 
which  he  frequently  gets  many  accolades,  he  may  well  leave  his  bosses  and  those 
around  him  with  no  sense  of  having  any  input  to  the  task  or  project.  He  moves 
so  fast  and  ranges  so  widely  that  even  when  he  has  good  ideas,  his  boss  will  tend 
to  turn  him  down,  fearing  that  if  he  gives  ah  inch,  the  subordinate  will  take  a 
mile.  The  boss  feels  there  will  be  no  catching  him,  no  containing  him,  and  no 
protecting  the  stellar  subordinate,  himself,  or  higher  management  from  any 
waves  that  may  be  created,  the  backwash  from  which  might  overwhelm  them 
all. 

Once  reined  in  by  his  boss,  the  abrasive  person  feels  that  he  has  been  let 
down,  that  his  efforts  have  been  in  vain.  Feeling  unjustly  treated,  he  becomes 
angry  because  he  was  asked  to  do  something  and  it  did  not  end  well.  Therefore, 
he  reasons,  he  is  being  penalized  because  other  people  are  jealous,  rivalrous,  or 
do  not  want  to  undertake  anything  new.  Seeing  his  boss  as  somebody  to  be 
outflanked,  rather  than  as  somebody  whose  step-by-step  involvement  is  neces- 
sary for  a  project's  success,  he  is  politically  insensitive  and  often  righteously 
denies  the  need  for  such  sensitivity. 

Although  others  often  perceive  him  as  both  grandiose  and  emotionally  cold, 
the  abrasive  person  has  a  strong  and  very  intense  emotional  interest  in  himself. 
Needing  to  see  himself  as  extraordinary,  he  acts  sometimes  as  if  he  were  a 
privileged  person — indeed,  as  if  he  had  a  right  to  be  different  or  even 
inconsiderate. 

At  times  he  sees  others  as  mere  devices  for  his  self-aggrandizement,  existing 
as  extensions  of  himself,  rather  than  as  full-fledged,  unique  adults  with  their 
own  wishes,  desires,  and  aspirations.  To  inflate  his  always  low  sense  of  self- 
worth,  he  competes  intensely  for  attention,  affection,  and  applause.  At  the  same 
time,  he  seems  to  expect  others  to  accept  his  work,  decision,  or  logic  just  because 
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it  is  his.  When  disappointed  in  these  expectations,  he  becomes  enraged. 

To  such  a  person,  self-control  is  very  important,  as  is  control  of  others,  which 
he  makes  total  if  possible.  Thus  he  overorganizes,  and  copes  with  imperfections 
in  others  by  oversupervising  them.  To  him,  losing  a  little  control  is  the  same  as 
losing  total  control.  To  prevent  that,  he  is  rigid,  constricted,  and  unable  to 
compromise.  In  fact,  for  him,  making  a  compromise  is  the  same  as  giving  in  to 
lower  standards.  He  therefore  has  little  capacity  for  the  necessary  give  and  take 
of  organizational  political  systems.  This  inflexibility  is  especially  apparent 
around  issues  of  abstract  values  which,  for  him,  become  specifically  concrete. 

To  others  the  same  control  makes  him  appear  emphatically  right,  self- 
confident,  and  self-assured.  In  contrast,  those  who  are  not  so  sure  of  what  they 
believe  or  of  the  clarity  of  an  issue,  feel  inadequate  and  less  virtuous. 

The  abrasive  person,  appearing  to  have  encyclopedic  knowledge,  is  often  well 
read,  and,  with  already  a  good  academic  background,  strives  for  more.  While 
subordinates  and  even  peers  may  strive  as  well  to  meet  the  high  expectations  of 
such  a  person,  and  some  may  reach  extraordinary  heights,  many  ultimately  give 
up,  especially  if  he  beats  them  down.  Thus  the  legandary  Vince  Lombardi  drove 
the  Green  Bay  Packers  to  great  success,  but  all  of  its  members,  recognizing  that 
he  was  the  key  to  their  success,  felt  that  the  better  and  more  competent  he  was 
the  less  adequate  they  were.  When  such  a  person  dies  or  leaves  an  organization, 
those  left  behind  are  demoralized  because  they  have  no  self-confidence.  Usually 
they  will  feel  that  they  have  not  been  able  to  measure  up,  and  indeed, 
frequently,  they  cannot. 

If  they  are  compelled  to  retire,  abrasive  people  will  have  difficulty.  If  they  are 
not  compelled  to  retire,  they  tend  to  hold  on  to  the  very  end,  and  with  age,  their 
judgment  is  usually  impaired.  In  their  view,  they  have  less  and  less  need  to 
adapt  to  people  and  circumstances,  or  to  change  their  way  of  doing  things.  Thus 
they  become  more  and  more  tangential  to  the  main  thrust  of  the  business.  If  they 
are  entrepreneurs,  they  may  frequently  destroy  organizations  in  an  unconscious 
effort  to  keep  somebody  else  from  taking  over  their  babies.  J.  Edgar  Hoover,  a 
case  in  point,  ultimately  corrupted  and  very  nearly  destroyed  the  reputation  of 
the  FBI  out  of  his  own  self-righteousness. 


Solving  the  Dilemma 

Given  that  you,  the  reader,  have  a  subordinate  who  fits  the  profile  I  have 
drawn,  what  can  you  do?  Corrective  effort  occurs  in  stages,  and  takes  time  and 
patience  on  everybody's  part. 
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FIRST-STAGE  TECHNIQUES 

The  following  steps  can  be  used  with  any  employee  who  is  having  a  behavior 
problem,  but  they  are  particularly  effective  in  introducing  an  abrasive  person  to 
the  consequences  of  his  or  her  behavior. 

□  Recognize  the  psychological  axiom  that  each  person  is  always  doing  the 
best  he  can.  Understanding  that  abrasive,  provocative  behavior  springs  from  an 
extremely  vulnerable  self-image,  a  hunger  for  affection,  and  an  eagerness  for 
contact,  do  not  become  angry.  Instead,  initiate  frequent  discussion  with  this 
person. 

□  In  such  discussions,  uncritically  report  your  observations  of  his  abrasive 
behavior.  Describe  what  you  see,  especially  the  more  subtle  behavior  to  which 
people  react  automatically.  Ask  how  he  thinks  others  feel  when  he  says  or  does 
what  you  describe.  How  does  he  think  they  are  likely  to  respond?  Is  that  the 
result  he  wants?  If  not,  what  would  you  do  differently  to  get  the  response  he 
wants?  How  would  he  respond  if  someone  else  said  or  did  what  he  does? 

□  Point  out  that  you  recognize  his  desire  to  achieve  and  that  you  want  to 
help.  But  tell  him  that  if  he  wants  to  advance  in  the  company,  he  needs  to  take 
others  into  account,  and  that  his  progress  along  these  lines  has  implications  for 
his  future.  Assure  him  also  that  everyone  experiences  defeats  and  disappoint- 
ments along  the  way. 

□  When,  as  is  likely  to  be  the  case,  his  provocative  behavior  ultimately 
irritates  you,  try  to  avoid  both  impulsively  attacking  back  on  the  one  hand  and 
being  critical  of  yourself  for  not  responding  in  kind  on  the  other.  Explain  to  him 
that  although  you  understand  his  need  to  do  or  be  the  best,  he  made  you  angry 
and  that  others  he  works  with  must  feel  the  same.  Tell  him  you  get  irritated  and 
annoyed,  particularly  with  hostile,  depreciating,  or  controlling  tactics.  After  all, 
you  can  say,  you  are  only  human,  too,  even  if  he  thinks  he  is  not.  Let  him  know 
how  frequently  such  behavior  occurs. 

□  If  he  challenges,  philosophizes,  defends,  or  tries  to  debate  your  observa- 
tions, or  accuses  you  of  hostility  to  him,  do  not  counterattack.  Tell  him  you  are 
not  interested  in  arguing.  Merely  report  your  observations  of  what  he  is  doing 
or  misinterpreting  at  that  moment.  Keep  his  goal  the  point  of  your  discussion; 
does  he  want  to  make  it  or  not? 

□  If  your  relationship  is  strong  enough,  you  might  ask  why  he  must  defend 
or  attack  in  situations  that  are  not  combat.  Point  out  that  to  be  part  of  a  critical 
examination  of  a  problem  is  one  thing;  to  turn  such  a  situation  into  a  win-lose 
argument  is  another. 

□  Expect  to  have  to  repeat  this  process  again  and  again,  pointing  out 
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legitimate  achievements  about  which  he  can  be  proud.  Explain  that  goals  are 
achieved  step  by  step,  that  compromise  is  not  necessarily  second  best,  that  the 
all-or-none  principle  usually  results  in  futile  disappointment,  and  that  perfec- 
tion is  not  attainable. 

Much  good  talent  can  be  saved  if  managers  employ  these  steps  with  their 
abrasive  subordinates.  Of  course,  some  people  are  less  abrasive  than  others  and 
may  be  able  to  modulate  their  behavior  voluntarily  and  cope  consciously  with 
their  abrasive  tendencies.  For  those  who  cannot,  however,  more  drastic  mea- 
sures may  be  needed. 

FURTHER  STEPS 

Sometimes  people  with  unconscious  drives  cannot  see  reality  despite  repeated 
attempts  to  show  them.  Perhaps  they  are  too  busy  thinking  up  defensive 
arguments  or  are  preoccupied  with  their  own  thoughts.  Whatever,  if  they  do  not 
respond  to  the  gentle  counseling  I  have  described,  then  they  should  be 
confronted  with  what  their  arrogant,  hostile,  and  controlling  behavior  is  costing 
them. 

Such  people  must  be  told  very  early  on  how  their  behavior  undermines  them. 
All  too  often  afraid  to  do  this,  their  bosses  quickly  become  resentful  and 
withdraw,  leaving  their  subordinates  uncomfortable  but  not  knowing  why. 
Feeling  anxious,  the  abrasive  subordinate  then  attempts  to  win  back  the  regard 
and  esteem  of  the  boss  in  the  only  way  he  knows,  by  intensifying  this  behavior. 
That  only  makes  things  worse. 

Abrasive  persons  can  make  significant  contributions  to  an  organization,  but 
managers  need  to  steer  them  again  and  again  into  taking  those  political  steps 
that  will  enable  them  to  experience  success  rather  than  rejection.  Rather  than 
corral  such  people,  who  tend  to  figuratively  butt  their  heads  against  restrictions, 
managers  do  better  to  act  like  sheepdogs,  gently  nudging  them  back  into  position 
when  they  stray. 

Highly  conscientious  people,  who  need  to  demonstrate  their  own  competence 
by  doing  things  themselves,  are  likely  to  have  had  to  prove  themselves  against 
considerable  odds  in  the  past.  Their  demonstration  of  competence  has  had  to  be 
in  terms  of  what  they,  themselves,  could  do  as  individuals.  Thus  they  need 
political  guidance  and  instruction  in  teamwork,  as  well  as  support  from  a 
superior  who  will  tell  them  the  consequences  of  their  behavior  in  straightfor- 
ward terms. 

These  people  will  often  need  frequent  feedback  on  each  successive  step  they 
take  in  improving  their  political  relationships.  As  they  move  slowly  in  such  a 
process,  or  at   least   more   slowly   than   they   are   accustomed   to,   they   will 
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experience  increasing  anxiety.  While  not  demonstrating  their  individual  compe- 
tence, such  people  may  feel  that  they  are  not  doing  well,  and  get  so  anxious  that 
they  may  indeed  fail.  When  they  |iave  such  feelings,  they  then  tend  to  revert  to 
their  old  unilateral  way  of  doing  things. 

However,  if  despite  the  boss's  best  efforts  the  subordinate  does  not  respond, 
the  manager  must  tell  him  in  no  uncertain  terms  that  his  behavior  is  abrasive 
and  therefore  unsatisfactory.  Managers  should  not  assume  that  their  subordi- 
nates know  this,  but  should  tell  them  and  tell  them  repeatedly,  and  in  written 
form.  Being  told  once  or  twice  during  a  performance  appraisal  should  be 
enough.  My  experience  is,  however,  that  most  superiors  are  very  reluctant  to 
tell  people,  particularly  abrasive  ones,  the  effects  of  their  behavior  during 
performance  appraisals. 

In  one  instance,  when  I  was  asked  to  see  such  a  manager,  he  did  not  know 
why  he  had  been  referred  to  me.  When  I  told  him,  he  was  dismayed.  Showing 
me  his  performance  appraisal,  he  complained  that  his  boss  had  not  told  him. 
Rather  his  boss  had  commented  favorably  on  all  his  qualities  and  assets,  and  in 
one  sentence  had  written  that  his  behavior  with  people  was  improving.  In 
reality,  the  boss  was  so  enraged  with  his  subordinate's  behavior  that  he  was  not 
promoting  him  as  far  as  he  would  have  wished. 

When  the  steps  I  have  outlined  have  been  followed  to  no  avail,  when  the 
subordinate  clearly  knows,  and  he  or  she  is  unable  to  respond  by  changing  his  or 
her  behavior,  when  repeated  words  to  the  person  and  even  failures  to  be 
promoted  have  produced  no  significant  improvement,  there  are  two  likely 
consequences.  First,  the  abrasive  person  will  feel  unfairly  treated,  unrecognized 
for  his  or  her  skills  and  competence,  and  unappreciated  for  what  he  or  she  could 
bring  to  the  organization.  Second,  the  superior  is  usually  desperate,  angry,  and 
at  his  wit's  end. 

If  by  this  point  the  abrasive  person  has  not  already  been  referred  to  a 
competent  psychologist  or  psychiatrist  for  therapy,  he  should  be.  Nothing  else 
will  have  a  significant  effect,  and  even  therapy  may  not.  Whether  it  does  will 
depend  on  the  severity  of  the  problem  and  the  skill  of  the  therapist.  This  is  not  a 
problem  that  will  be  solved  in  a  T-group,  or  a  weekend  encounter,  or  some 
other  form  of  confrontation. 

The  manager  should  make  sure  the  subordinate  understands  that  when  a 
person  is  referred  to  a  psychologist,  there  are  two  implications.  The  first  is  that 
the  person  is  so  competent,  skilled,  or  capable  in  some  dimension  of  his  role  that 
his  superiors  would  not  only  hate  to  lose  him,  but  also  have  reason  to  expect  that 
the  person  could  flower  into  a  mature  executive  who  can  assume  greater 
responsibility.  The  second  is  that  despite  his  talent,  the  subordinate  is  so  unable 
to  get  along  with  other  people  that  he  cannot  be  promoted  beyond  his  present 
role.  Both  points  should  be  made  emphatically. 
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These  same  principles  apply  equally  in  dealing  with  any  ineffective  or 
dysfunctional  behavior  on  the  job.  Some  people  cannot  seem  to  get  their  work 
done.  Others  have  a  habit  of  getting  in  their  own  way  as  well  as  that  of  others. 
Still  others  manage  to  stumble  their  way  to  work  late  each  morning  or  produce 
incomplete  or  inadequate  work.  Whatever  the  case,  steps  in  treating  them  are 
essentially  the  same. 


Other  Problem  Situations 

What  do  you  do  if  the  abrasive  person  is  your  boss,  your  peer,  someone  you  are 
interviewing,  or,  hardest  to  face  of  all,  yourself?  What  recourse  do  you  have 
then? 

THE  BOSS 

Let  us  assume  that  you  are  relatively  new  or  inexperienced  in  a  particular  area 
and  need  a  certain  amount  of  time  to  achieve  your  own  competence.  Chances  are 
that  because  of  his  knowledge  and  competence,  your  abrasive  boss  will  have 
much  to  teach.  Since  his  high  standards  will  ensure  that  the  model  he  provides 
will  be  a  good  one,  there  will  be  sufficient  reason  for  you  to  tolerate  his 
abrasiveness. 

But  after  two  years,  or  whenever  you  establish  your  own  competence,  you 
will  begin  to  chafe  under  the  rigid  control.  As  you  push  for  your  own  freedom, 
your  boss  is  likely  to  become  threatened  with  loss  of  control  and  feel  that  you  are 
becoming  rivalrous.  He  is  then  likely  to  turn  on  you,  now  no  longer  a  disciple, 
and,  in  sometimes  devious  ways,  get  back  at  you.  Your  memos  will  lie  on  his 
desk,  unanswered.  Information  being  sent  through  channels  will  be  delayed. 
Complaints,  suggestions,  requests  will  either  be  rejected  outright  or  merely 
tabled.  Sometimes  he  will  reorganize  the  unit  around  you,  which  will  fence  you 
in  and  force  you  to  deal  with  decoys — nominal  bosses  who  have  no  real  power. 

If  you  are  in  a  safe  position,  you  might  tell  the  boss  how  he  appears  to  you, 
and  his  effect  on  subordinates.  If  he  is  at  a  high  level,  it  will  usually  do  little 
good  to  go  above  his  head.  Certainly,  you  should  check  out  how  much  concern 
his  superiors  have  about  him,  how  much  they  are  willing  to  tolerate,  and  how 
able  they  are  to  face  him  in  a  confrontation.  Few  at  higher  management  levels 
are  willing  to  take  on  a  bright,  combative,  seemingly  self-confident  opponent — 
especially  if  he  has  a  record  of  achievement,  and  there  is  little  concrete  evidence 
of  the  negative  effects  of  his  behavior. 

In  short,  after  you  have  learned  what  you  can  from  such  a  person,  it  is 
probably  time  to  get  out  from  under  him. 
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THE  PEER 

If  you  are  the  peer  of  an  abrasive  person,  do  not  hesitate  to  tell  him  if  his 
behavior  intimidates  you.  Speaking  of  your  irritation  and  anger  and  that  of 
others,  you  might  tell  him  you  do  not  think  he  wants  to  deliberately  estrange 
people  or  be  self-defeating.  He  might  become  angry,  but  if  approached  in  a 
kindly  manner,  he  is  more  likely  to  be  contrite  and  may  even  ask  for  more 
feedback  on  specific  occasions. 

THE  CANDIDATE 

What  should  you  look  for  during  an  interview  to  avoid  hiring  someone  who  will 
turn  out  to  be  abrasive? 

Pay  attention  to  the  charming  personality.  Not  all  charming  persons  are  self- 
centered,  but  many  are.  Some  preen  themselves,  dress  to  perfection,  and  in  other 
ways  indicate  that  they  give  an  inordinate  amount  of  attention  to  themselves. 
The  more  exhibitionistic  the  person,  the  more  a  person  needs  approval,  the  less 
he  or  she  can  be  thoughtful  of  others.  Also  pay  special  attention  to  precision  in 
speech  or  manner.  Clarity  is  a  virtue,  but  a  need  for  exactness  indicates  a  need 
to  control. 

Find  out  how  the  person  gets  things  done  by  having  him  or  her  describe  past 
projects  and  activities.  How  much  does  he  report  starting  and  finishing  tasks  all 
by  himself,  even  to  the  surprise  of  his  superiors?  To  do  so  is  not  necessarily  bad; 
in  fact,  it  may  be  good  for  a  person  to  be  a  self-starter.  But  repeated  singular 
achievement  might  indicate  a  problem  in  working  as  part  of  a  team.  How  often 
does  he  use  "I"?  How  closely  did  he  have  to  check  the  work  of  subordinates? 
How  important  was  it  for  him  to  have  control  of  what  was  happening?  How  did 
he  talk  to  people  about  their  mistakes?  How  did  he  go  about  coaching  them? 

How  did  he  view  the  limits  and  inadequacies  of  others,  as  human  imperfec- 
tions or  as  faults?  How  much  better  does  he  think  things  could  have  been  done? 
Why  were  they  not  done  better?  Why  could  he  not  do  better?  What  did  his 
bosses  say  about  him  in  performance  appraisals? 

YOU,  YOURSELF 

Finally,  what  if  you  are  abrasive?  If  you  ask  yourself  the  questions  that  follow 
and  find  that  you  answer  three  of  them  in  the  affirmative,  the  chances  are  that 
your  behavior  is  abrasive  to  the  people  around  you.  If  you  answer  six  or  more 
affirmatively,  it  takes  no  great  insight  to  recognize  that  you  have  more  problems 
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than  are  good  for  your  career.  Of  course,  none  of  these  questions  taken  by  itself 
is  necessarily  indicative  of  anything,  but  enough  affirmative  answers  may  reveal 
an  abrasive  profile. 

If  you  are  the  problem  and  it  troubles  you,  you  can  work  at  self-correction. 
Most  often,  however,  you  need  the  help  of  a  third  person — your  spouse,  a 
friend,  your  boss,  or  a  professional.  If  your  behavior  causes  you  serious 
problems  on  the  job,  then  a  professional  is  indicated.  Managers  and  executives 
with  naturally  heavy  orientations  to  control  need  to  check  themselves  carefully 
for  this  kind  of  behavior  lest  unconsciously  they  defeat  their  own  ends. 


Do  You  Have  an  Abrasive  Personality? 

You  might  ask  yourself  these  questions.  Then  ask  them  of  your  spouse,  your 
peers,  your  friends — and  even  your  subordinates: 

1.  Are  you  condescendingly  critical?  When  you  talk  of  others  in  the 
organization,  do  you  speak  of  "straightening  them  out"  or  "whipping  them  into 
shape"? 

2.  Do  you  need  to  be  in  full  control?  Does  almost  everything  need  to  be 
cleared  with  you? 

3.  In  meetings,  do  your  comments  take  a  disproportionate  amount  of  time? 

4.  Are  you  quick  to  rise  to  the  attack,  to  challenge? 

5.  Do  you  have  a  need  to  debate?  Do  discussions  quickly  become  arguments? 

6.  Are  people  reluctant  to  discuss  things  with  you?  Does  no  one  speak  up? 
When  someone  does,  are  his  or  her  statements  inane? 

7.  Are  you  preoccupied  with  acquiring  symbols  of  status  and  power? 

8.  Do  you  weasel  out  of  responsibilities? 

9.  Are  you  reluctant  to  let  others  have  the  same  privileges  or  perquisites  as 
yourself? 

10.  When  you  talk  about  your  activities,  do  you  use  the  word  "I"  dispropor- 
tionately? 

11.  Do  your  subordinates  admire  you  because  are  so  strong  and  capable  or 
because,  in  your  organization,  they  feel  so  strong  and  capable — and  supported? 

12.  To  your  amazement  do  people  speak  of  you  as  cold  and  distant  when  you 
really  want  them  to  like  you? 

13.  Do  you  regard  yourself  as  more  competent  than  your  peers,  than  your 
boss?  Does  your  behavior  let  them  know  that? 


Appendix  to  Chapter  15 
The  Need  to  Be  Perfect 


If  a  person's  ultimate  aspiration,  his  ego  ideal,  is  perfection,  then  he  is  always 
going  to  fall  short  of  it — by  astronomical  distances.  And  if  this  person's  self- 
image  is  already  low,  the  distance  between  where  he  perceives  himself  to  be  and 
the  omnipotence  he  wants  to  attain  will  be  constantly  increasing  as  the  feeling  of 
failure  continues.  He  must,  therefore,  push  himself  ever  harder — all  the  time. 
Others  who  are  or  may  be  viewed  as  competitors  threaten  his  self-image  even 
further;  if  they  win,  by  his  own  definition,  he  loses.  His  intense  need  to  be 
perfect  then  becomes  translated  into  intense  rivalry. 

If  a  person  is  always  pushing  himself  toward  impossible  aspirations  and  is 
never  able  to  achieve  them,  there  are  two  consequences  for  his  emotions.  The 
greater  the  gap  between  his  ego  ideal  and  self-image,  the  greater  will  be  both  his 
guilt  and  anger  with  himself  for  not  achieving  the  dream.  And  the  angrier  a 
person  is  with  himself,  tlje  more  likely  he  is  to  attack  himself  or  drive  himself  to 
narrow  the  gap  between  his  ideal  and  his  present  self-image.  Only  in  narrowing 
the  gap  can  he  reduce  his  feelings  of  anger,  depression,  and  inadequacy. 

However,  as  the  unconscious  drive  for  perfection  is  irrational,  no  degree  of 
conscious  effort  can  possibly  achieve  the  ideal  or  decrease  the  self-punishment 
such  a  person  brings  down  on  himself  for  not  achieving  it.  The  anger  and  self- 
hatred  are  never-ending,  therefore,  and  build  up  to  the  point  where  they  spill 
over  in  the  form  of  hostile  attacks  on  peers  and  subordinates,  such  as  treating 
them  with  contempt  and  condescension. 

These  feelings  may  also  spill  over  onto  spouses,  children,  and  even  pets.  In 
fact,  the  abrasive  person's  need  for  self-punishment  may  be  so  great  that  he  may 
take  great,  albeit  neurotic,  pleasure  in  provoking  others  who  will  subsequently 
reject — that  is,  punish — him.  In  effect,  he  acts  as  if  he  were  his  own  parent, 
punishing  himself  as  well  as  others.  In  Anna  Freud's  words,  he  becomes  a  good 
hater.1 

1 .  Anna  Freud,  "Comments  on  Aggression,"  International  Journal  of  Psychoanalysis,  Vol.  53, 
No.  2  (1972),  p.  163. 
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